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CHAPTER I

INTRODUCTION

CHAPTER I
INTRODUCTION
During the past few years, the writer has become interested in the
field of Christian Education..
the~e

It has been observed that far too often,

are pastors and church leaders frustrated because of an inability

to present the message of the Gospel effectively.

It has been the con-

viction of this Hriter as he has worked with personnel as a floor mana...
ger in a department store, and later as a pastor in a small church, that
any measure of human success comes as a result of wor.king
duals.

tb~ough

indivi-

With this in mind, the writer has endaavored to determine to what

extent the Director of Christian Education functions as a manager of personnel.
I. THE PROBLEM

Statement

2£ ~ Problem.

The purpose of this study was to in-

vestigate the function of the Director .of Christian Education concerning
the management of personnel in the local church.
Justification for

~

Study.

Often one will find a church that

functions on the dynamic of one particular individual.

i~en

that indi-

vidual finds it no longer possible to continue in his leadership capacity, the program fails.

Again it is found that a leader himself has

a good potential program, but is unable to communicate these ideas to
others in order that they might be put into practice.

Knowledge is of

3
little value if it is unable to be put into use.
The Director of· Christian Education is a key person in the total
program of the church.

He must have both adequate

tion and practical experience.

educa·~ional

prepara"'

He must be able to communicate his know-

ledge to others in order that a i'llorkable program may be carried forth to
the end result of leading souls to and conserving souls for \Jesus Christ.
If the Dire ctor of Christ ian Education is unable to inspire and motivate
the persons "tvith whom he is

1r10rking~

his o-vm personal knowledge and pro-

gram are to no avail.
Business, in its many and various aspects, has worked i·d-th the problem of personnel management, and has employed many very effective methods
of involving and stimulating its personnel.

Nany of these methods can and

have been applied in some instances, to the local church situation in order that the program of the church may be more effective in reaching its
ultimate goal.
Limitations

£!

~

Study.

The task of the Director of Christian

Education is very broad and subject to local church requirements.

It is

necessary, therefore, to define the limits of this particular study.

It

is not possible for the writer to discuss all of the areas wherein the
director shares a par ticular relationship with individuals.

It would

seem that the only limitations that the director ultimately faces in this
area, are the limitations of his ~dn personal capacities and genius and
the limitations of those with whom he is working.
this

study~

For the purpose of

it is necessary to limit the work to some of the major and

most common 2reaa that have a vital relationship to the director as he

4
functions as a manager of personnel,
II.
Church School.

DEFINITIONS OF TERMS USED

The term church school. is used to include the

total educatiqnal program of the church.

All of the agencies of the

church, whose primary purpose involves Christian Education, comprise
the church school.
Sundar School.

The term Sunday School is used to denote the

primary educational agency of the church.

The Sunday School usually

meets on Sunday mornings prior to or following the regular church
worship service.

It is usually the largest agency of the church school

in terms of numbers.

It covers the widest age-span and is practically

universal in its existence in church schools.

At one time; it was

practically the only agency of Christian Education.
Agency.
which

tog~ther

The term agency is used to denote the several schools
make up the entire church school.

Some of the most

common agencies of the church school are the following:

Sunday School,

youth fellowship, young adult fellowship, vacation church school, and
week day church school.

----

Staff and Workers.
'

The term staff is used to include the officers

and teachers of .the church school.
workers.

It is used synonymously with the term

5
Christian

E~ucation.

Christian Education consists of those

activities designed to lead individuals into a saving knowledge of Jesus
Christ.

It is education into the Christian life seeking to point the

individual toward the pre-determined goals of the church.
Director

£! Christian Education. The Director of Christian

Education is that qualified person charged with the responsibility of
promoting and directing the total educational program of the church.
Management

~

Personnel.

The ianagement of Personnel is that

activity which is concerned with the relationship of the individual to
his job.

The Director of Christian Education is concerned

i~ith

the

employment of techniques that enable the worker to accomplish his job
more effectively.

He is also interested in helping the workers function

as a well coordinated team with proper Christian relations with each other.
Ill. METHOD OF PROCEDURE
¥mterial for this study has been gathered largely from the library
resources of the Western Evangelical Seminary, and from the Multnomah
County Central Library of Portland, Oregon.

Also deep appreciation is

expressed for the material that was made available to the writer, from
the private libraries of Professor Robert D. Bennett of the \{estern
Evangelical Seminary and Dr. Paul D. Walter of the University of Pittsburgh.

Additional material was taken from the ln·iter's own personal

library.

\

6
The method of procedure followed was to read through pertinent
material in order to gather the information contributing to this . field
of study.
In order to establish general areas where the Director of Christian
Education functions more clearly as a manager of personnel, an investigation of his office was :made in Chapter II •.. Chapter III dealt with the
function of the director as he seeks to channel the workers of the church
through the educational program to maturity in Christ • . In Chapter IV,
ways

in which the director functions as an organizer and adm:i.nistr.ntor,.

and how this affects the workers of the church "t>rere

po~.nt.ed

out..

Areas

in which the director functions as a supervisor were discussed in Chapter

v.

A study of the relationships of the director with various persons or

groups of person$ was given in Chapter VI.

The final summary and eon-

elusions dravm from the study 1-rere set forth in Chapter VII • .
IV.

ASSUMPTIONS

It has been assumed by the 1-rriter that all persons reading th5.s
study will clearly understand that the basis of true Christian Education
is the B:i.b le, the inspired

~Jord

of God;

that this Word of God is the

final authority in all matters of life and conduct.

It is also assumed

that the Director of Christian Education, as he works with .the personnel
of the educational staff of the church, will do so unde.r the guidance of
the Holy Spirit •.

CHAPTER II
THE DIRECTOR OF CHRISTIAN EDUCATION

CHAPTER II

TEE DIRECTOR OF CHRISTlAli EDUCATION
I.

L'tTOODUCTION

"The concern of Christian iducation is with the total response of
persona to a saving relationship w:tth God through Jesus Christ in the
fellowship of the chureh.ul In an attempt to meat the challenge of this
concern, the church has established a system of Christian Education that
directs individuals in their Christian lives. In order to effectively
carry through on this system. of education, a new leadership area·-the
Director of Christian Education••has developed. 2
II.

THE NEED

During the period 1920 to 1930, many leaders drew the conclusion
that since the churches had expanded in size and complenty1 it was
increasingly more difficult for one person to provide all of the pro.
feaaional leadership required to meet all of the needs efficiently. . Aa
a result, there was a great demand for trained leadership in the field
of Christian Education. During the depression years of the 1930's and
the war years of the l940•s, due to a great shortage of finances and

Survez

lMarvin J. Taylor (ed.), Rel4fious Education A Com.Erehenaive
(New York: Abingdon Press, 9l;O), P• ~g9. '
2Ibid.

-

9

man power, the demand for and availability of positions sharply decreased.1
In the more recent years,

ma~

Protestants have taken the task

and responsibility of Christian Education more seriously.

There has been

a decline in the parental training of children in the home concerning the
ways of Christ.

The school systems are in many instances .forbidden to

teach religion or to even comment upon the Bible reading.

There is even

much pressure by outside groups to prohibit the teaching concerning such
Christian Holy days as Christmas, Good Friday, and Easter. With this
lack of emphasis on Christian teaching and training outside the church,
the chureh must continually

see ~

to train its people more effectively.

The great majority of the young people and many of the adults have high
school and college education.

They demand better educated teachers and
2
leaders in the field of Christian Education.
People look to the church to help find the solution to their many

problems.

The church in turn endeavors to lead people to Jesus Christ,

but the responsibility of the church does not conclude at this point.

It

must assist people in their every day life and help them to grow into
mature Christians.

In order to do this,. the church must aid its people

through a teaching ministry.

The Sunday School, the various service

societies, mission groups, prayer groups, weekday church school, instruction classes, camps, conferences, and the many other possible groups aid
1

Ibid., PP•

2

Church

259~260.

Vernon R. Kraft, The Director of Christian Education in the Local
(Chicago: Moody Press, 1957), pp. lti-19.
---

10
in this

ende~vor.

There ·are· special emphases that various churches

desire to teach their people such as church dogma and history., steward..

ship, temperance,- marital and ·social e.d ucation as well as others.

The

church needs tnany workers 6 teachers, and officers to aid ·in this program.
These workers consequentlY, need help in order to understand and to .meet
their responsihilities. 1
Dr. Frank McKibben states that "the greatest need. of the present

moment is for the improvement of the Christian nurture provided for all
ages in the church". 2 The Sunday School is said to

be·

the greatest arm

of outreach of the church. Seventy per cent of all persons who become
members of a church, do so as a result of the evangelization of the
Sunday School.

The great majority of church work and Christian educa-

tional work is done by lay people.

These volunteer workers have done a

remarkable lJork, but there are more and more people becoming increasingly
concerned for the provision o£ better training and more effective assistance to these workers.

The success of the church, perhaps even of

Christianity itself, depends largely upon the quality of the Christian
training offered through the· churc;:h.

The primary ta.s k of the Christian

church is to provide a high quality of training.

The Director of

Christian Education is vitaily concerned with this task.

In working at

this task, the church; through the program of Christian Education, is
responding to the command o£ Jesus,· "Go ••• teach •••• n3

Frank ~· McKibben, Guidipg W9rkers ~ Christi~ §~ucation
Abingdon-Cokesbury Press, -1943), P• 9.

2

(New York;

-

3Ibid.

ll

things fighting

the attention of the people.

The church must contend with the problem of its people

with many
ing.

varied interests. Public education is

very

constant~ in~rov-

Cammereial entertainment as well as commercialized recreation are

call for increased time and energy. As a result, the church must
constant~

seek to improve its quality of educational approach in order

to gain the response of those to wbom it seeks to minister. Many of the
activities outside of the church are highly beneficial, but they consume
the time, energy, talents, and loyalties of many fine people. The only
way the church can

possib~

meet the need of this hour is with improve-

MGnt--improveEnt of the church's total educational program.1
This need for improvef!lent can on!y be mst

the majority of the

church peoplfll are able to see the need of en educational enterprise that
is central .

the life and consciousness of its peopla. In fact, all

that the church ·

and stands for needs to be interpreted in terms

Christian Education. This then, necessitates the interpretation of the
Christian Education to mean more than just the activity of the
Sunday School. The ehureh•s entire attituda must point to the conception
of its being a mutual learning-teaching-serving enterprise with the goal
of bringing yotl.llg and old into a growing and sharing relationship in

Kingd.ool-of·God living.

2

PP• 9•10.
2H:arr'lJ c. Monro, 9,hristian Educat,ion
The Betha~ Press, 19))}, PP• i39•i41.

!9. ~ Church (St. Louis:

Christian Education with its enlarged. definition, needs no longer
to be labeled as a limited area of responsibility assigned to a few
people who make this their hobby.
concern of the entire ch'I.U'Ch.
for the entire congregation.

It necessarily becomes the general

This will have important spiritual results
The evangelistic and missionar,y enterprise

has long been isolated to the worship service.
for lost souls.

There has been a concern

In past generations, there has been a great passion for

those who did not know Christ as their personal Saviour, but in the more
recent days, many churches have lost their concern for the condition and
welfare of the soul and have turned more to a concern tor the social 'Wel•
fare of the individual.

A real appreciation for the true nature and

power of Christian Education ca.n broaden the outlook of' the church to ino1ude the passion tor souls and also for social welfare.

The true

Christian educator endeavors to emphasise the concem of Jesu.a for the
individual as well as the app1ication to be made as a result of a life
1
in Christ Jesus.
The Protestant church is said to have a sixfold ministry}

it is

worship, teaching, training, service, evangelism, and preaching.

It is

practicallY impossible for most ministers to give adequate time and
attention to all of these areas.

It is necessary tor most churches to

aid the minister with his task by supplying persons trained to accept
the responsibility of an adequate educational program and employ an edu•

cational director to

s~perv:tse

the teaching and training program.

Dr. Clarence Benson states that the

important addition to the official

staff of the church is the educational director. 1
!here has been much dlscuss:ton

cor~::erning

the problem of having pro-

fessional or non-professional leadership. There are those who feel that
only those who have received specialized training in the field of Christian
Education are competent to carey on the work of Christian Education in the
church. others believe that the field of Christian Education should be
entirely under the direction of the laity. 2 Kraft says that both t),es
are ideally needed.

The professionally trained person must direct, super-

vise, and train the lay workers who in turn offer their services in the
operation of the program.3
There is little doubt in the minds of most persons that the smooth
operation of a well-organized p:oogram of Christian Education necessitates
effective leadership.

This is even more important when there is much use

of peraonnel that is not professionall1 trained. There is also nud for
the coordination of the overall program in order that each functioning
organization may fit into the total program of the church. Therefore,
there needs to be a supervisor over the entire program. Experience shows
that an organization soon ceases to

be

an organization without leadership,

1clarence H. Benson, Teehnigues 2! ~ WorkiPS Church (Chicago:
Moo~ Press, 1946), P• 101.
2Paul H. Vieth, Tbe Church and Christian Education in the Local
Chw:'Ch (St. Louist Bethany Press;-!9~1)., p. l9~.
--3Kraft, !2,.•

£!:!.,

P• 24.
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for without it there is loss of unity resulting in confusion. 1
III.

THE AIMS

In practically every field of endeavor there are certain aims or
goals set forth to be gained.

A group o£ workmen followed a set of plans

which gave proper directions in order to achieve the desired result, that
being the world 's tallest building, the Empire State Building.

Another

group of men practiced and followed the directions of a supervisor (coach)
in order to achieve a different result, that being the smooth operation
as a well coordinated team, in order to win the football game.
desired results were not
and detemination.
nite objectives.

like~

These

to be achieved without proper planning

The Director of Christian Education must have defi-

It is true that there is hardly another field in which

more work is done without aim or plan than in the field of Christian
Education.

A Director of Christian Education without an aim is like an

automobile without a steering wheel.
!h2_ Importance

~

Aims.

Dr. Benson has this to say about the importance of an

a~:

The Sund~ School teacher must have a clear and welldefined aim, and hold tenaciously to it until it~ accmnplishment
can be fully realized. Before a teacher can use principles and
methods aright, he must have clearly and adequately in mind the
ends to be attained. The better he knows where he is ,going, the
more intelligently he can and will provide the means for getting
there.2

1

2

Ibid., P• 25.

Clarence H. Benson, Tba Christian Teacher
P• 78.

(Chicago:

Moody Press,

This is not only true of the Sunday School teacher, but also true
of the Director of Christian Education and every other worker in the overall program of Christian Education.

With the aim clearly in mind, the in-

dividual can make better use of his knowledge and ability in order to
acbieve the desired results.

The more clearly one has in mind the end

desired to be achieved, the better can the means be chosen for the real1
ization of it.
Dr. Clarence H. Benson in his book The ....
chr-..·-i-st
.....i-a-.n Teacher gives
three very good reasons for clearly defined aims;
l.

.!!!!. sive

direction

!!!!! destination.

Clearly defined aims

stimulate and give direction to the thoughts and activities that
are necessary to achieve the desired results.

In order for a

person to teach with an aim in mind, he must spend time in preparation.

Tbis is done in order to coordinate his ow activity

in teaching with the probable activity of his pupils.

He baa a

definite plan in mind mich takes into consideration the various
steps that must be taken along tbe way in order to achieve the
predetermined destination.

The result of such planning is an

enriched teaching situation where teacher and pupil alike reap
the result of true teaching.
2. !!!!, determine a;osress.

Measurement of progress is made

possible when aims are clearly defined.

At any time, it is

possible to meaau.re: progress in terms of advancement toward, or

16
achievement o:t, the aims.

T.. aim makes possible the knowledge by

which to determine how e:t:tective the activities have been in the
pursuit ot the aims.
j.

~

proYi<i;e cour!fi! ,!!!! confidence.

ration to workers.

Proper aims lend inspi•

fhe achievement o:t aims brings about new desire

to be &Yen 11ore e:t.fective in e:t:torts.

"Nothing succeeds so well as

success." The teacher or the organization that enjoys a measure of
success discO'I'ers no courage and energy to face additional probl&Jla
and tasks in order to presa on toward the ultimate aim. 1
~

!! Thez Affect

~

Director

9! Christian Education.

Clear-cut aims will enable the director to be better prepared to
make hia choice regarding the material needed and to implement the use
of that material with highest posaible efficiency.

The aims must grow

out Gt the needs of the group if they are to be valuable and useful.
Proper sims will also enable the director to be able to look into the
future and plan so that there will he continual growth .for the years to
come.

The d.irector will be able to inspire con:tidence and cooperation

through his leadership if his aims are definite and clear-cut.

The

position of Director of Christian Education by its very office indicates
a position o:t leadership, but teachers and officers will not follow a
leacier in whom. they have no con:tidence.

A director without aims will be

17
be able to move

IV.
with
the responsibility

the direction of the total educational

specific duties of the director.

the

are certain areas of responsibility
major duties of

included
the case

s~

of Christian Education.

situations, it is possible that the
will consume only part of
may be

portion

as musical supervisor,

or other

similar duties.
Gaines

s.

Dobbins

suggests the following to

duties of the Director of Christian Education!
1. The org•nization, administration, and integration of the church's
educational agencies;
2. The diseoveq aw:l preparation of officers, teachers, leaders
of the educational agencies;
.;. The guidance and :.supervision of the in•service leadership;
4. The supervision of records and accounting of these agencies;
S. The promotion of attendance and enlargement;
6. The counseling of those who need special help in meeting
diffieu.lties;
7. The development of a well-rounded and adequate curriculum;

18

B. The utilization of the

educatio~l agencies of the church
tor the major pur,poses ot the churchJ
9. The lilting of church school tea.ching and training to the
level of sound and fruitful education;
10. Ooopel"ation with pa~tor and other staff members in maintaining
effective teamwork.~

Vel"non Kratt divides the duties of the Director ot Christian
Education into these major areas:
1. Promoting Christian Education in the church.
2. General observation of the church situation•
.;. Organizing the total chU!"Ch program.
4. Enlisting and training leaders.
). Supervising the educational program. 2
The Association ot Professional Women Church Workers in their
pamphlet set forth these basic areas of responsibility for the Director
of Christian Education:
l. Leadership training
2. Teaching
.;. Calling and counseling
4. A.dvisorr
). Administration
3
6. Extra-parochial activities
William F. Case in his description of the duties of the Director

ot Christian Education breaks down the responsibilities into the following
major areas:
1. The job of the director as educator.
2. The job of the director as organizer and administrator.
1Gatnes s. Dobbins, A Ministeriy Church (Nashville, Tennessee:
Broadman Press, l96o) 1 pp. B'l-B2.
2

Kratt, !m.• £:!.!• 1 P• 67.

3The Association of Professional Women Church Workers, The Job

of the Parish Director of Christian Education (Utica, New !or~ 'fiii
Iiaocration of Professionai'women'bnurch Workers, 1959), pp. l-3.

The program of the church is a
of the church must have a vital interest. Tb.e Director of Christian
Education seeks to further the total program of the church. lor purposes
of further discussion, the writer feels that it is possible to include
the general duties of the director in the general categories suggested
by Mr. Case.

One of the most important responsibilities of the Director of
Christian Education is to foster an appreciation among the church con•
stituency for the values of teaching end training.

It is vital that

church members recognise the contribution made to the individual person
as well as to the entire church through an educational ministry that is
functioning proper,4r.

If this is recognized, the church members will

support the educational program both financiall¥' and experiencially.
The creation ot a proper climate for Christian growth is the responsibUi ty ot the entil'\9 church.
One

important

v~

2

that the director can help create the proper

educational climate in the church is through the program of leadership
and/or teacher training. ! i he is able to secure the services of able
leaders, and as be is able to develop and train additional personnel,
1

Taylor, !?!.• £!!.• 1 PP• 260-262.
2w. L. Howse, The Minister of Education (Nashville, Tennessee:
Convention Press, 1960}, p. fi.
-
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he wL\1 be able through them to provide importa~t spiritual guidance to
the entire church membership. 1 there should
two areas or study in the
training program.

The spiritual area must stress

necessity

sonal knowledge or Jesus Christ as Saviour and Lord or lite, as well as
tne exemplary walk.

The educational area should include instruction tor

the development of good techniques and. skills.
instr~JOtion

It should also include

concerning the learning process

processes affecting the pupils.

Another portion of stud¥ should include
.

some instruction on the proper use of curriculum materials.

2

In teaching, there are certain techniques and skills that aid the
teacher as well as the pupil.

It is the director• s duty to make these

available to all who desire help from him.

must stand ready to en-

courage and give direction to all persons who serve in the educational
realm of the church.l
In order to serve as a resource person, the director must keep
abreast ot the latest educational methods and trends.
involves much time and energy.

This necessarily

In order to inspire his people, he must

be in touch at all times with the changes in the field.

Attendance at

conferences, clinic1 1 and assemblies is necessary as well as taking
refresher courses and constant reading of books and periodicals in the
field of Christian iducation and general education.

It the director

1

&wee, !?2.• ill_., P• S.
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times, his
!h!_ ie,2 g!

will soon become outmoded. 1

!!!!. Director !! prganizer !!!! Administrator.

Mu.oh ot the time and energy of the director of Christian Education
is spent in this area. This time and energy is well spent, howvsr, for
it provides a structure through

~ioh a~~

or goals may be achieved.

Thera is need for good organization and administration.

The organizational

channels are ways by which the church functions and it is through these
channels that the director has direct opportunity to m.inieter to persons.
This structure offers opportunity for communication with others. Organ•
ization must

evaluated in terms of the results of that organization,

and, therefore,

be flexible and responsive to the needs and conditione

of the people. 2
The church secures the services of a director of Christian Education
for the specific purpose of strengthening the work of that church. It ie
neceasar,r, therefore, that the director work with the spirit of utmost
cooperation with the pastor and staff of the church. At all times, the
good of the entire church should be considered.

The director must look

to the pastor of the church for leadership in the overall program or the
The successes and failures ot each are dependant upon the co-

chu.reh.

operation or the other.

No worker should ever allow himself' to create

problems or to leave soars upon the people as a
1Howsa, .22• cit., P• 8.
2

Taylor, 2£•
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ot his work.)
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Proper organization and administration are absolutely essential 1t
the ultimate objectives of the work are to be made clear.

Proper commu...

nication will enable others to understand and find desirable the aims
which they are seeking.

There can be unity of action and high morales

only it there is agreement upon aims.

The organization is necessar.r

for the efficient accomplisbment of the aims, and as a result of this,
the organization serves only as a means to an end rather than as 1n end
in itself.

1

Some major objectives or aims made possible to achieve through
effective organization and administration were recently set forth qy the
Baptist Sunday School Board.

They are as followsr

1. To guide each person into the rich experience of a personal
relationship with Jesus Christ through His cleansing blood and
saving grace.
2.

To guide each born again believer in Jesus Christ into active

participation and fellowship in the church.
).

To guide each person into the realization that Christian

worship is a vital part of the Christian world.

4. To help each person to unde.rstand the necessity of Bible
study and to know the truth contained therein.
basic doctrines of the Church.

To know the distinctive beliefs

and practices of the denomination.
l

~.,

PP• 2-J.

To know the
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5. To help each person

development of true Christian

attitudes and appreciations$ that he will have s Christian approach
in avery area of lite.
6.

help each person acquire learning habits and techniques that

his Christian growth will

such that he wUl accept and apply-

Christian standards of lite in personal and social conduct.
7.

guide each individual in knowing and doing the will of God

in matters of occupation and eve:cy day life.

l

If the church and the organizations want to grow both spiritually

and in numbers, and it the church has an evangelistic vision, the director
should lead in a program of expansion. Space and facilities do have their
lL~itations,

and it is impossible to grow beyond the point of saturation.

Growth then1 cannot take place without additional space and .facilities.
It is difficult to plan a building so that there will be adequate provision for every phase of work.

It is impossible to know exactly what the

future holds 1 but the director of Christian Education should be able to
give eou.rusel on these matters. Such items as provision for a church
library, visual aids, recreation, fellowship, religious drama, church
music, o:f'fice space, and others need to

be

considered in planning. The

Director of Christian Education should know the value o£ each aid,
activity, and ministry.
1

.!2!!!.• I

P• ).

He should be able to utilize all of them

the

1

educational

church secures the ser1iees of a Dil."'ector of
to get work accomplished.

tion in

to get the work

• His t4!lsk

certain amount of au.thority which he
ment of the goals.
work.

a result, they look to him

forth by

are

tasks

As

In aey case 1 he

use discreetly

fuli.'ill-

responsible to the

This work involves the Director of Christian Education's ability

to understand necessary organizational details and to help his workers
maWs proper application of them.

success as an adtuinistrator will

often be measured by his ability to get work done smoothly and efficiently.

must continually project the aims of the e du.cational pro•

The old adage, •It is better to put ten people to work than it is to do
the work of ten people", should be kept
mi.nd. 2

!!! i22. 2! ~Director!! Su;e!rvisor.
•Perhaps the most creative and distinctive function of the director
is that of supervisor. "3 In the capacity of supervisor, the director
aids leaders as they endeavor to carry through with their various
responsibilities.

He helps them to be more effective b,y sharing the

1Ibid., PP• 5•6.

-

2
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3Taylor1 ~· cit., p. 262.

burden of responsibility. He otters to others the benefit of whatever
skill and resources he has in order that others might do better jobs.
This., then, defines the job of supervisor as one ltlo is willing and able

effectively~

No teacher should have reason to feel that

to tackle a job by himself.

lett

He should be made to feel that the supervisor

will always stand read;r to give cheerful

director opportunities for supervision.,

This will not be limited. to an individual basis however; for as

he meets with the various boards, committees,

work with groups of people as well as with individuals. Whenever the
director makes new skills and resources available to leadel"81 he ill
functioning in his •upervisor.y
The

e•tablill~nt

of the supervisor.

of a program

not the completion

The improvement of

rected toward reaching, teaching, winning_.
purpose of supervision.

the role

activities and effOl"ts dideveloping persons is the

The task is to improve the total church program.

A continual stud;y of the program must be made and the results must be
evaluated in order to remedy weak spots and to improve the quality ot

various organimations, en4eavor
plished ..1

It matters not wh&ther the Director

Christian Education is

will never be able to lead the

church through its educational program, to be thoroughly evangelistic, if
he d.oee not have a burden for the souls at lost sinners,.
is to set the pace in this activity, he

m:w:~t

himself

them the Biblical plan of salvation.

If the director

a student of

director

contribute

spiritual

strength. both personalq and to the people with whom he is working. 2
V.

THE RELATIONSHIPS

!2! Relationshi2 !! !!! Director o!

-----

To the Church.

Christian Education.

The Director of Christian Education has a direct

relationship with the church--that is• as a servant of the church.

He

must think of himself in terms of the church tha.t he is called to sel:"'fe.
He must also think of himself in relationship to the denomination of which

the church is a part.

Above all, he must continuallY think of his rela•

tionahip with the Church of Jesus Christ, the body of believers. Organization~,

the director must have a clear-cut understanding of the chain
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ot authority so that there will be no doubt to wham or to which group he
is directly responsible.1

!2. !h!, Pastor.

To a certain extent, the relationship of the

director to the pastor will be determined

by'

the organizational structure

of the ctenom:i.nation. Also the individual personalities will be greatly
involved,~

but one important factor is that in the eyes of the ohuroh

congregation, the pastor is responsible for the wall-being of the total
life of his congregation.
be well

info~d

As a result, it is neoessar,r that the pastor

concerning the total educational program of the church.

He must also take a vital part in the making of policy decisions as they
2
affect the church.
The pastor will, however, want to free the director to function
effectively and creatively in order to take advantage of the specialized
training and experience of the director.

There must be understanding

and cooperation on the part of the pastor and the director, for each
should feel the responsibility to support and strengthen the work of
the other.

In order, that a proper relationship develop, there must be

some meums of regular communication.

Statt meetings, conferences, and

prayer meetings will contribute effectively in th1s. 3

!9_ ~Members !.!_!. Multiele Stat.t. While at tbe present time
relatively few churcb.es have a multiple staff- there are an increasi!:lg
lraylor, ,22,• ~·~ PP• 264... 26,5.
2
Ibid., p. 26.$.

-

llb1ci.

or more.

In a situation

whare there are more than two persons working closely together., there
is more opportunity for misunderstanding.

Aa a result, there

tfrllSt

be

much clarity as far as job responsibility is concerned.
duplication of assignment, there is a stronger possibility for misunderstanding.

Also, it is

L~ortant

that there he regular staff meetings

and for each individual to thoroughly understand the work of the other
in the light of the total church program.

A closely knit staff with

strong church and staff loyalty will be able to be used more effectively
in the furtherance of the Kingdom of G~d. 1

!! ~

Superintendent.

It is the superintendent, or the general

Sunday School superintendent as he is often called, with whom the director
works most closely.

The superintendent is the person serving as the

executive officer of the major portion
gram.

ot the church's educational pro-

He is responsible to carry out the program set forth by the board.

o:f Christian Education.

The director must aid the superintendent in the

fulfillment ot his task. Since the director and the superintendent work
so closely

together~

the director must be extremely careful to make the

superintendent understand that he is willing to be o£ assistance to him
rather than a boss over him.

There is much possibility for resentment

if the director does not use keen judgment and wisdom in his approach.
It the director views himself in a service role of aiding the superin-

tendent do a good job, he l'Till usually be able to serve him and be wl-
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;;;...;;.,;;.;.;;...;;;.....
To the .........
Teach.,u.•s.

closely

It is the responsibility of the director to work

the teaching staff,

this

teachers.
to

working with an indi-

The director continually

will

teachers so that

an::r

have confidence in

for help or guidance

The director

in their

t.Tn1"'f'Q

closely

the

teachers an.d. with the

VI.

THE QUALIFICATIONS

The Director of. Christian Ed.ucation
been secured by a church to oversee the
activities.

juat a

School

"The director is a professional leader, and educational

counselor with specitic training

guiding the educational activities

local church. n3 Dif'f.icul ty

this point because there is

considered in
educational qualiticati<>ns

l

-

Ibid., P• 266.

2
Ibid.

the youth

personal

Director of' Christian Education.

JO

or tor any

in the c h'lll"ch

relationship

itself- unless
in

Me". 1

It

Ths director at all times, must be an

of a Christian f'ull.y de'"'

dieated to ths Christian lif'e so that others will want this way of life. 2
~

g!

f2!•

Not only must a person be a born-again believer in

Jesus Christ to be a Director of' Christian Education, but he must also
know that God wants him. to serve in that capacity.

Qualif'ication

!.!!'.. ;teadershit?•

3

Marion Lawrence feels that the

the Church is for good leadership. He gives several
qualifications necessary for good 111 adership.,
1.

!'l~!t·

They are as follows a

In the life of humility, there is no room for a

spirit of superiority.

A superior feeling results in separation,

31
The acid test ot an individual's

but a .fe.ling o.f b.u.millty u.nites.

leadership ability is not in his own success, but in the success o.f
othem.

one

must consider the humility of Jesus.

He was associated

with the poor and the outcast as well u the sick. The Son ot God
bec_. a man in order to lead men.
2.

!]!pose, Confidence, Personalitz.

14adership should be the

result of a strong devotion o.f purpose to a cause. The leader
must see certain aims or goals for b.imselt to reach.
confident that he can reach them.

He must be

He must be able to influence

others to accept him as an individual and to instill desire in
others to 'W'Ol'k toward the achievement o.f these goals.

3.

Qu~etnass ~

Salt-control.

Quietness and salt-control are

partiall¥ the result ot being wll•grounded in the particular
field ot endeavor. When an individual is uncertain ot himaelt1
he has a tendency to lose control ot himself'.

The person who is

unable to control himself has great difficulty in controlling
others. Every unnecessary display ot authority wakens the autbori ty.

The person who governs best is the one who appears not

to govern at all.

4.

Patience.

A loss of leadership is the result ot a loss ot

patience and temper. A leader must be able to control himselt
and to remain patient.

He must realize that his efforts may

never bring about the desired result, but he must also realise
that continued patience will be rewarded at times in ways he
never expected.

Some ot the greatest victories are won after

all seemed to be lost.

'32

5. SZ!J2at&!!!! Sinceritz. In order to

~Grve

people in tile role

of a leader, one needs to be understanding of those about himJ be
needs to govern his actions as a leadsr1 with a genuine s.ympathetic
love for his people.

6. Self•su:r:render. The true leader is one who is able to place
his own pereonal ambitions in second. place behind the goals of the
group that he is leading.

The true leader does not seek: greatness

for himself, but he is always willing to recognile those more
qualified to d.o the work.

The record given in the Gospel of

St. John the Baptist is an outstanding example of true greatness.
John the Baptist recognized Jesus for what He vas and said. of Jesus
that He must increase, while he (John the Baptist) must decrease. 1
A true leader never endeavors to make his associates .f'eel small or
Werior. As a result, the commands o:f such a leader sound lim
invitations.

U a leader is unable to convince those

neart~~rb

to

him of his sincerity and love ot the Christian lite, it is doubtful it he can convince and

lt~ad

others.

It was said of a great

leadllr ih.at he .made hillaelt gNat by making his as11ociates great.
1.

Willlpgnes~ ~ ~bez.

The leadll.r who knows how to obe;r directions

is not lik&l;r to give talse directions.
school ot action.

One

Obedience trul.T is the

ot the cardinal rules ot leadsrship in the

S.J"mT is to never give. an assignment that the leader would not him•

self undertake.
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the heart of all Christian leadership.
A strong affection !or a leader results in deep devotion and trust.
Motives are determined by love and as a result, this love must

tram a deep

abiding love of Jesus Christ.

The person who is to lead

in Christian work must have a close relationship with Jesus Christ.
It is in a life centered in ClLrist, that a love !or other souls
results.

l

Educational Q!!!itieations.
Present confusion.

Up untU the present time, there has been con-

siderable confusion concerning the standards that should be met by the
Director of Christian Education. Since the position of the director is
relatively new, and. since there has been a shortage of personnel specifically trained for this position, churches have been unable to standard•
1H the requiremellts to be met.

Most directors have, hoQver, been at

least a college graduate, with an interest in the educational aspect of
Christian train1ng. 2
Current trends. Church-related colleges, graduate schools, and
seminaries are now offering specialized training to those persons inter•
ested in Christian Education. Most Christian colleges recognize the need
for a Director of Christian Education to have graduate training, but they
also recognize the pressing need for directors, and tor those churches

~arion Lawrence, ~ Messase to~~ School Workers (New Yorke
George H. Doran Company1 1924) 1 pp. ~9~
2Ta;rlor• !?!•

ill·"

pp. 266-267.
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who expect to devote a l:U'etime to the profession, feel the need for

uate training.

1

of
varioUB graduate training schools.,
in the field.

in

The one

The other

curriculum.

the

concerned with the
to

with research

the

general
This results not
concerned with the
Christian Education largely

•

The second type of curriculum offers

extensive orientation courses

those that have to do with the develop.
2
ment of the educational personality and of the educational approach.
It is felt by many that Dir3otors of Christian Education should

receive their training on the seminary level. Perhaps the
number of directors being trained at the present
training in the various seminaries.

One reason for this is that it is

the responsibility
ship for the church.

The majority of the seminaries that offer specialised

training in the field of Christian Education, otter a speciali-sed degree
such as an M.R.E. or M.A. with a major in religious education. Some of

1 lbid..

-

regular
subjects. Such
things as need., personal background., and. professional goals become
important factors when one decides upon the place and. course of study
1
to followc.
£~~ti~ual ~roveme'?-~.·

William F. Case, in his chapter of the

Director of Religious Education, indicates that one of the necessities
of an effective director is that there be continuous growth process.

1. Professional iirowth.

~

of the many ways for a director to

grow professionally is by experience.

This opportunity ia at hand.

and perhaps is most taken tor granted.

The director learns as he

works with his teachers and staff of his local church. He grows
as he works with the various CODI!I'l.ittees and groups as ther strive
to improve the educational program.

He grows as he personally

reads and studies to discover solutions for his professional
prcblsnl&.
o:t

He grows as he reads ntrade journals 11 to keep abreast

the latest techniques and ideas in the related. fields.

He

grows as he attends the various training schools offered by the
denomination or other related groups.

He grows as he takes various

refresher courses and. extension courses offered to him..

Above all,

the Director of Christian Education grows as he is continually aware

)6
the
personal Saviour, and as a result, continually seeks to find
better ways to make Hint !mown to individuals.
2.

Personal Growth.

The director must be a person who is able

to organize his time so that he has time to grow personally.
order to work with people, he must

In

wll-adjus ted socially.

There must be time to spend with family, friends, in creative
leisure, and for needed rest from the job.

As the director

develops in his personal life, so he will develop in his public
life.
interesting ru:td creative director •

.3. Christian Growth. It should not be necessary to state the
great importance of a director to

in his Christian life.

One of the dangers is, however, that the director
involved in the mechanics of Christian Education that he neglects
his own personal relationship with God.

The director does not want

become too familiar with Holy things that he becomes merely a
professional Christian.

As he seeks to guide others in their

Christian experience and lives, he has a very great opportunity to
1
grow in his 0\!'n personal relationship with God.

Once upon a time a church called successively three members
to sene on its staff'. The first said: "Here I am.J now ;rour
troubles are over. I will do everything that needs to be done.u

-

lroid., PP• 268-269.
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So he took over, coming to the church early and staying late,
attending to an infinite multitude of details, relieving everyone
else of all possible responsibility. But it came to pass that
other staff members and the congregation grew weary of his super•
industriousness, and his job was given to another. ·The second
said: "Here I am. You do the work while I do the planning and
give the orders." And so he installed push buttons on his desk,
announced changes, and publicized elaborate proposals, until the
church was continuously astir with activity like unto a beehive.
But again it came to pass that colleagues and congregation grew
weary from overwork .and exasperated from taking orders; so his'
place was declared vacant and given to another. The third said:
"Here I am. Let us pray and plan and work together, that we may
serve Him who has chosen us and appointed us that ~~ should go
and bear fruit and that our fruit should abide." And the seeds 1
which they sowed fell in good soil and brought forth abundantly.
VIII.

THE SUMMARY

It has been noted that the concern of Christian Education is to
bring the individual into a saving faith in Jesus Christ, and to lead
him to maturity in the Christian life.

The need for Christian Education

within the program of the church was recognized during the 1920's. Since
that time, the home has neglected to lay a strong foundation of Christian
teaching within its own family circle, in many instances.

Likewise, the

schools in many states have been forbidden to teach religion or to comment
upon Scriptural readings.

As a result, the major role of educating

indi~

viduals for Ghrist has been left to the church, for the people are looking
to the church to help them find the solution to their problems.
In view of this urgent need for Christian Education, one can readily
see that in order to accomplish the task efficiently and effectively, a
1
Dob bins, .2E_.

ill•,

P. 90 •

wll•t:rain.ed. staff of workers must be established. Since the pastor
cannot adequately care fozo all o£ the areas o£ the church such as worship,
teaching, service, evangelism, and preaching, it is

nec~ss~

for his task

to be lightened. by a Director of Christian Ed.tlcation. Where theM are
workers, there muat be a leader.

There is a need. for the coordination of

the overall program in order that each functioning organisation may fit
into the total program of the church.
It is imperative that the Director o£ Christian Education bas
definite objectives or aims.

Three very good Masons for well defined

aims are to give direction and destination, to determine progress, and
to provide courage and confidence.

The director with clear-cut aw

will be able to move his workers foNard into a positive plan of action.
As the Director

ot Christian Education seeks to further the total

program. of the church, what are his responsibilities and dutiea? His
dutiea break down into the general categories of educator, organiser and
administrator, and supervisor.
In the field of education, the director is respensible for creating
the proper climate for Christian growth through leadership training.

It

is also his duty to make certain techniques and skills available to all
who desi..re help, anci to give encouragement and d:Lrection.

The director

must be well read, and be informed with the latest books and periodicals,
as well aa the moat current educational methods and trends.
The Director of Christian Education spends a great deal of his
tille as an organizer and administrator.

In this capacity, he channels
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the church's aims and goals through the proper organised groups to achieve
the ultimate objectives ot the work.
As supervisor, the director endeavors. to improve the total church

program. Broadly speaking, this goal is accomplished through the improvement ot all activities directed toward reaching, teaching, winning, and
developing·people.
The Director ot Christian Education has a direct relationship with
the church, the pastor, the members ot the statt, the superintendent, and
the teachers.

As he works in close harmony with these various groups, be

strives to provide a healthy relationship with them in order to have a
first-class program ot Christian Education.
The director should have definite qualifications which will enable
him to carry out his objectives tor the total program ot the church.

A

pre ...requisite for him is to have a conversion experience, and to be tully
surrendered to Jesus Christ as Lord and Saviour.

He must exempli.t'y leader-

ship qualities which are evidenced by love for the people as •11 as a
willingness to be obedient to the leading of the Holy Spirit.

In the

realm ot educational qualifications 1 the present contusion ot standards
and the current trends have been noted.
It is generally accepted that the dil'ector should be a college
graduate and have an interest in specialized training with a degree such
as an M.R.E. or M.A.. with a major in Religious Education.

There should

be a continual growth proc&ss which would include professional growth,
personal growth, and above all, Christian growth.

CHAPTER III
THE FUNCTION OF THE DIRECTOR OF CHRISTIAN EDUCATION
AS EDUCATOR

CHAPT.ER III
THE

FUNCTION OF THE DIRECTOR OF CHRISTIAN
EDUCATION AS EDUCATOR

Since the Director of Christian Education has a variety of
functions to perform, it is not difficult to realize that a great deal
of his time is spent working with people.

In order to accomplish the

desired goals ot the educational program ot the church, the director
must haYe the support and cooperation ot the workers.

The director is

more than a reservoir of techniques and a bag ot ideas. He not onl,y
needs to be creative, intelligent and industrious, but he also must
channel the workers ot the church through the educational program to
maturity in Christ.
The director is concerned primarily with the task ot trying to
enable the message of Christianity to be presented to the people of the
church in such a way that they will be able to learn the lessons presented., and. in turn to apply this to their own personal lives.

It is

the responsibility of the director to aid his workers in every way
possible, so that the program of Christian Education will be most
ettective.

Christian Education that will not only ma.ke his workers better worken1
but will also enable him to better serve his people, and thus to foster
be noted that for the purposes

ot further study, the writer will discuss these aids under three major
headingsJ

the educational function, the organizational and administra-

tive :function, and the supervisory tunctt.on.

It is not alwti(Ys possible,

or even practical, to try to divide the various activities or duties
into one or the other of the divisions, for

~

are interrelated. The

writer trusts that there will be understanding on this point.
In order for anyone to fJ.metion effectively, he mut have a thorough kaowled«e of what it is he is expected to accomplish.
deal ot

understandt~

.A great

is achieved by the Director of Christian Education

when he functions as an educator.

The director is responsible to his

educational staff for their training as well as for their development
in their teaching ministry.

Not onl;r is the director directly respon-

sible for tbe educational climate of the church, but he must also seek
enable the general chil.rCh to realize the importance ot a totally
integrated church educational program.

!!!.!. Function g! l!!, Leader~.!hiI

1

Clase.

It is ve1:1 important that the church otter training to the members
and prospective members of its

tasks.

statt it they are to do justice to their

Ideally» the educational program should include both "pre-service"

4.3
and "in-service" training.

Pre-service training should take place prior

to the time of actual assumption of duty.
of training.

This is the most logical type

It is also one of the most difficult types of training in

which to get prospective church workers to participate.1
The perennial problem that most Directors of Christian Education
face is that there are many irltmediate needs in the educational staff that
it is difficult to plan for the long•range goals of the :future. This
results in a continual search for personnel to fill the "right spots" in
the staff. This type of policy is at
short-sighte4.

ti~Me

necessar;r1 but definitely

It is neeessar.y to think in terms of the future and to

uke preparation to fulfill the desired goals.

The director should begin

immediately to train personnel for the staff of next year.. or for two or
three years hence.

2

It is not safe to assume that since an individual has been enrolled
in the Sunday School activities from the nursery through the high school
departments, that the individual is qualified to shoulder the task of a
Shmday School class.

Perhaps this is something of a reflection upon the

results of the teaching products. Even if the individual has been a good
student, and has learned his lessons well, tbere is still additional
training to be done. 3

l.ra;rlor, .!!•

ill· 1

P• 275.

2John Lealie Lobingie.r, The Better Church School
The Pilgrim P:reu, 1952) 1 P• 102.

-

)Ibid., PP• 102-103.

(Boston•

lives.

necessarily
ll?.e!:lLer:~u..

education.

education,
With this in mind then, it should be

master, ot a book or two.

that the training of Christian

A prerequisite of Christian teaching is a

backgrotU"J.d ot experience in the Ch.ri.stian faith. A Cbristim teacher
needs to have,a grO'W'iD.g appreciation of what constitutes a Christian
1
approach to lite.

Teachers, in order to be effective, find it necessary to approach
their pupila from tho atand.point of their needs.

Thia is not enough
clarify

their own belief and to give a certainty to the Christian experience which
the motivating .force ot all teaching within the church.

should

this

ia accomplished, the pupUs will grow in the knowledge ot the will of God
the mind of Christ.

There will

spiritualize their attitudes, appreciationa, hopea, and purposes, and
strengthen their faith. 2
There are many ideas as to the best wq ot actually conducting
a pre-service leadership clasa.

In certain instances, as a regular part

1Paul H. Vieth (ed.), The Church and Christian Education
(St. Louisa Cooparative Publishing Association, 1947)~ P• 21).
2Ibid.

-
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the

school

this

the Bible, a study
Sun~

School1 a brief series on child ps.rchology,

a unit on teaching

tim.e

been followed,
also

the

found

has

course has been offered as an elective course instead of
Another method
are invited
ask for volunteers.
possibility for

in

join the leadership class rather than to

It is felt that in this
efficieney. 1

w~,

there is greater

relates in his book, I!::!, Better Church School, that
he had

anxious

once

fill positions on an educational staff,

service available
unusual

had more

them.

was that

yet

The reason
twelve years, leadership

the courses were honored
.......~....... by the officials of the church during a morning worship service in
a

very graoioua wq.

The

position of teacher was held in very high esteem.

Graduates were then put to t'fork, and in every

way

possible, the church
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magnified the Christian teacher.

l

There are many types of pre-service training courses offered by
such groups as The Division o:t Christian Education of the National
Council of Churches in the United States of America, The Evangelical
Teacher Training Association, the .................~...... J..,.,na~ n.lliac&.QU!u:"'&ars
as the various independent groups.

It is important, however,

what the overall program of training is seeking to accomplish.

The

following six points have been sat forth as the purpose of a training

1. To foster the type of growth in Christian character that will
make workers the kind of leaders they ought to be as persons.

The saying--the life you live apeaka so loudly that people cannot
hear what you aay--holds m.uch truth.
"The training program must make strong the Christie faith,
make real 'the ethical convictions, increaae lo;ral'ty to the church,
and
n the religious habits of those who presume to teach
others.•

2. To foster a growing appreciation and understanding of the
reason tor Christian Education.

A teacher must have a proper

sanae of direction in order to lead others in the way they are
to go •
.:;.
is.

To foster a clear understanding of what teaeh.ing i tsel:t really
Teaching involves a two-way response between pupil and teacher.

1!!M... p. 103.
2

-Ibid., P• 92.
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teacher is just talking and the pupil is not responding to

4. To .foster the development of studious habits.

should be

the kindling of a new desire for learning.

s.

Bible

other religious

6. To foster the continuous development in teaching skills. This
involves not onlY a development 1n method, but also increased
knowledge and understanding of pupils. 1
Perhaps the most proper conclusion to the leadership class is a
continuation of sell-training for service.

The completion of a111 course

of s tu.dy Will not in 1tsalt make a worker the expert which
to accomplish the task of Christian Education.

should be

It is only when a person

will go beyond the course requirements

to proceed on his own initiative, that be becomes a true
teacher. When an individual reaches this point, more time will be devoted
to the work of the Lord than ever felt possible. The hope of the church
lies in its workers becoming trained and dedicated to the task ot Christian
Education.

2

ot the Workers' Conference.
-The Function --------.;..;;.;;,;;;;;.-:;;;.;.;;.;;;:.;;;.;;;..

As it was previously sta.ted, pre-service training is most desira•

ble, but the fact is that most of the workers in the church or Sunday

PP• 92•9.3.
2-vieth, !?l!•

£!!.,

p. 210.
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The in-service training program capitalizes on
process is stimulated when it

that

related to experience.

learning

The need to do

a job provides stimulation for learning.
in nature from help on an individt\al problem to group conferences and
formal coursea. 1

of the church school staff which are held for the dual purpose of improv2
ing the work and training the workers. n
The ohie£ reason for the existence of the Workers • Conference is
to foster education

the leaders.

which seeks to increase the leadarship skill as lil811 as the spiritual
po-wer of the workers.

The result of this is an imjlroving of the total

efticiene7 of the program of Christian Education.

3

In their book1 Personnel Ma!?!ie•n!, Scott, Clothier, and Spr:legel

have this to sq about the importance of training workers 3
Training is a vital phase of managerial control.

One of

the most successful means o£ reducing accidents, reducing waste,
and increasing quality is training in these areas. There is the
ever-present need for training men on the job to meet chal'lging
techniques or to improve old methods that are 'W13efully' ineffi•
cient. Jobs have a
of changing. Men must be trained to

lPaul H. Vieth-t T.he Church School
Education Preas, l9S7 J1P. ~14.
2Ibid.., .P• 222.

(Philadelphia:

-

Christia,l'l

.3Price H. Gwyrm, Jr., Iaadershif Education ill the Local Church
(Philadelphia:

The Westminster Press, 19~2),

p."47.-

handle the new jobs and properly to meet the requirements of
the new methode.
. There remains the problem of adjusting to changing social
conditions. Consultative supervision, arising out of various
at tempts to malce industrial democracy reall;y worlc1 requires
careful training and education in the fundamental principles
motivating the entire organization. The dynamic point of View
concerning personnel problems stresses the importance of in•
dustrial education and training. One must avoid loolcing at
training as an activity divorced from all the other personnel
or managerial activities. It must be viewed as an integral
part of the whole management program, with all its many
activities functionally interrelated. Personnel management is
management, a.nd training is a very important phase of the
management program.l .
There are several advantages in using the workers t conference as
an instrument of leadership training.

One ot the first advantages of

the workers' conference is that the specific purposes and problems of
the local church school are at the center of the attention of the
workers.

Prompt action is usually possible after speci!i.c decisions

are reached.

It is possible to apply the d.iscussions with little or

no delay, which offers further satisfaction and greater retention of
principle.

An !~service

training group of this type reaches a greater

number of workers than an,y other agency of leadership training.

tor this reason that all efforts should

lt is

be exerted in order to make the

Workers' Oonf'erence vital in serving to meet the needs of the workers.
Group loyalty and unity are easily fostered by wholesome and wise attitudes on the part of the leaders of the conf'erence.

The end result of

1wal.ter Dill Scott, Robert c. Clothier, and William R. Spriegel,
Personnel Manafiement (Mev York: McGraw-Hill Book Company, lnc., 19$4) 1
PP. jOS-)09.

so
a proper]J' functioning Workers' Conference is a powerful force for keeping
the church school on its toes.l
The program of activities of the conference is quite varied.
is difficult to place limitations upon it.

It

Ita concern should be any...

thing that will help the Director of Christian Education and hie educational staff to improve in the Christian outreach.
possibilities are suggested.

Various program

It is possible that a survey be conducted:

(l) in order to find out where the church school ranks as measured by

the standard of the Division of Christian Education, N.c.c.c.;

(2) to

gather data so that an objective or graphic presentation might be presented to the congregation under the caption '*Know I our Sunday School"
or something similar;

(3)

to determine the evangelistic results of the

efforts of the educational program of the church.. ·How many definite
decisions for Ghrist? How many new scholars, church members? What is
the percentage of member attendance? and so on. 2
Fellowship should also be the concern of the conference. A
planning retreat once a year is ideal. An occasional picnic or banquet
that combines fellowship with a constructive program not only aids in
group spirit, but also offers a beneficial learning period as well.3
There are a number of ways the educational program of the workers'
law.rnn, ~•
2

~., P•

-

,;Ibid.

ill•
48.

Sl
conference can approach a given subject to be discussed. Some
ways

are as .:tollowst
l.

Round~

discussions.

The participants could be specialists

on different phases of the Christian Education progra-11 of the
techniques could be the topic of discussion.

New

workshop methods, visual aids• and others could be discussed.
2. Sf!cial addresses.

It is recOJimlended that these should be

limited in number and only top-notch personnel be invited to speak.
The guest invited to speak should be given a specific assigned
area in which to work and also be given a definite amount of time.
He also should expect to answer questions at the close ot his

l. S;e!cial reports. Areas of special investigation or observation
may be assigned on which to give a report.

subjects make a vital contribution.

Book reports on related

Reports by delegates to con-

ventions, conferences, or laboratory schools offer valuable information it properly given.

4.

Discussion P!riods. Specially planned discussions designed to

explore a specific problem or problems, or even to supply specific
information prove interesting and valuable.

S. pemonstrations, exhibits, and dramatizations. These speak for
themselves without much need for further discussion on the part o£
the leaders in charge.

-

-

6. .........,.......,.......,.......,..........,._
Construction of standards and meas\U"ements of success. There
are certain guides avaUable from the National Council ot Christian

Churches as well as from the various denominations.

These, however,

must be adapted to meet the needs of' the local situation.
7•

C~~~hi!ti•

This period ;requires considerable preparation in

order to avoid amb:tgui ty.
and

tea~hers

A taw of the more expsrienced leaders

offer practical suggestions to the newer teachers.

It is possible to

~~rk

with actual groups, thus enabling the

persons to be coached by the use of visible examples.

8.

lasson

pl.anni~.

Helps are offered for

tht~

organization and

presentation of' future lessons.

9 • Iaade:rshiE

traini~

classes . .!.!!.!.. in• service 12!rsonnel. This is

more ditf'icult to work out because of' the lapse of time between
regularly planned workers• conferences.

It the group feels a

genuine need and if the courses are designed to meet the needs of
the workers, there should be little ditficulty in scheduling these
classes as a special project.l
A sampling of possible program

tom ot a calendar

tor workers 1 conferences in the

is presented in. Appendix A.

Sample programs for monthly workers• conference meetings are
presented in Appendix B.
Manf of the training methods used are difficult to measure in
terms ot. success.
of' the results.

There is little or no provision made for measurement
Often succe1s is noted

o~

improvement which is impossible to overlook.
l

-

Ibid., PP•

48·49.

when there has been a marked
It is ditfi.cult to measure
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gradual improvement u.nl.ess there is some systematic meastll"ement. There
arct

several excellent ways to measure the value of the workers t confer-

ence.

Perhaps the most obvious way to check the vitality of the con-

ference is to check the a.ttendanee record.

There may be some workers

who will be faithful out of a sheer sense ot duty, but the majority ot
them will not attend with

a~

consistency unless they receive real benefit.

! second check is the amount of ea:r:r;r-over or application of suggestions

made in the conference to the actual situation involved.
does not sse

a~

It the worker

value in the ideas submitted, be will not likely adapt

it for his own use.

It there is an increase in loyalty and consecration

Utong the workers, i t there is a greater percentage of promptness and
.faitbtu.lness in attendance, and it there is more time spent by the workers
in preparation, the conference may be considered to have had a measure ot
success.

Finally, it may be said that the workers• conference is "suceen-

fullt it there is a growing sense of urgency on the part of members to make
a vital contribution to the task of Christian Education.

nreadership edu-

cation never registers until it makes a difference in the local church.
The workers• conference is the moat flexible tool we have for in-service
l
training of volunteer leaders."

.!!!.!

Function g! !h!, Work'ltrs • Libra:z.
One of the requests moat often made in conferences, work shops,

.and training sessions is for answra on how to do their jobs moz-e effect-

ively.

There have been books written and published on practically ever,

1Ibid., PP·

-

54-ss.
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subject dealing with the field of Christian Education, yet one of the
most difficult tasks of the Di.rector of Christian Education is to get
l
the books and the workers together.
It is Yery important that eveey teacher and worker cultiYate an
appetite for reading and study.

It is desirable that the Christian

worker be a person who is well-read on general subjects as well as
Christian literature.

There is much to be gained .from a knowledge of

world affairs, from the liYes of great men of the past and also of the
present, history, and other related subjects.

The field of religious

reading is quite Yaried and broadJ therefore, it will offer a rich
experience.

There are valuable books written in the area of Christian

Education that will aid the worker.

There are also magazines published

by the Yarious denominations as well as interdenominational works such
as the International Journal

.2£

Reli&ious Education.

All of these

writings will aid the worker to be better informed and to be .more effect2
ive in the fulfillment of his task.
The denominational presses are including a vast amount of training
material along with the regular lesson helps in the various curriculum
materials.

This is one of the most available types of help offered to

the workers of the local church.
and magazines otter
l

~diate

The teachers' texts, counselors' manuals,

helps.

Taylor, .2£• ill•• P• 276.
2
Lobingier, 2£• £!i· 1 P• 99.

Much information is provided to the

worker, but he must know o£ its availability and where to find it.

l

There should be books, magazines, and related materials avaiable
tor workers in the church library. There should be books dealing with
Christian Educational methods.

There also should be books to provide

background helps such as an atlas, commentaries, books on the Bible,
clmrch history, and worship resources.

Providing such resources is only

the initial step. \tforkers need to be encouraged to use them. The
Director of Christian Education must be able to know where help
found tor the individual worker.
resource person. 2

mQY

be

In this way, the director serves as a

A church library, if it is properly used, can enhance the program
ot the church and serve as a vital aid to all ot its members. People are
constantly seeking accurate information and this may be obtained in a
well-organized church library.

The educational leaders ot the church

need tools with which to work. 3

It is not easy tor the majority ot people to put into practice
suggestions that have been given in writing. It is much more easily
translated into action if persons are able to observe improved methods.
An explanation should be given during the time or prior to the time ot
1McKibben ££•
1
2

ill•" PP• l3l•l,32.
Vieth, 2£• £!!., P• 219.
3
owrnn, .21?.· ill•, PP• 123-124.
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observation in order that the learner may grasp the WHY as well as the
1

HOW.

This type of observation may be provided through (l) close contact with an experienced worker, (2) observing in the class or department within the local church, (3) observation in a class or department
in another church, and (4) demonstration or laboratory work set up by
a. training class or a similar educational agency. 2

Mr. Lobingier has this to say about observation-demonstration:
The difficulty involved in a plan of visitation to another
school where a superior teacher is at work is obvious. But the
values are also obvious. rr it can be made possible, even once
during the year, for each teacher to visit another group, it will
be more than worth the effort. Talking about creative activities
(not busy workL) is far less effective than observing a skilled
teacher who is really creative in her whole approach. Such
visits, to schools that have been carefully chosen because they
are places from which others may learn, are a part or the training
of workers.J
±t is easilY understandable that great benefit may be derived
through the observation-demonstration method. The visits, however, must
be planned well in advance with the personnel or the church to be visited
j'-

in order to insure the highest possible benefit from the observation. Each
visitor ought to attend a single department or class during the visit.4
In the program of observation-demonstration, there are at least
three provisions that should be included.
lvteth, 2£• ~., p. 220.
2Ibid.

)Lobingier, !e• £!!., P• 101.

hvteth, 2e•

~.,

p. 220.

(l) There should be reason-
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able certainty that the school to be observed will offer favorable
learning opportunity.

(2) The church should provide substitute workers

in order that the conscientious worker will feel free to observe and also
that the work will not suffer greatly.

(3) Upon the conclusion of the

visit, there should be provision for discussion concerning the program
observed.

1

!!!!.. Function 5?! ~_p;ere9ticeshi.P

Trainins•

Many of the acquired skills of a person have been obtained through
a form of apprenticeship. Activities or skills such as swimming, driving
a car, baking a cake, leading a discussion, and even teaching a class,
have been learned by this method. No amount of theory will enable an
individual to become skilled until he has put the theory into practice.
Ultimately, trial and error will lead to master,r. 2
The public schools use a device for teacher training and improvement called practice teaching. This is another name for apprenticeship.
There is an ever-increasing realization of the value of this type of
teacher preparation for the teacher in Christian Education.

Opportu-

nities for this type of training have usually been connected with regular teacher-training schools with extension into the regular class
situation. This method of training is, however, becoming more widely
used in the local church situation. 3
lTaylor, ~·
2 Ibid.

-

2!1• 1 P• 278.

sa
Practice teaching is usually undertaken with the aid of a master
teacher who offers close supervision for the apprentice teacher. The
statement is often made that people learn by doing.

This is true, but

it must be kept in mind that a good. foundation of proper theory must be
laid prior to the doing.

In order to learn

correct~,

adequate help must

be given to help improve the first halting efforts and in correcting mistakes.

One of the advantages of this type of program is that apprentice

workers may be under the guidance of experienced workers, so that good
practice can be lea:rned under guidance.

Not only is the Sunday School

an opportune place for this, but the Vacation church school is also
especially useful in providing this type of training. 1
!.!.'!!.Function 2!:_ 12!., Laborato!l School.
This type of training program is most generally accepted to be
very effective.

Dr. Lee Gable defines the Laboratory School in the

following way:
It is a form of training that involves counseling teachers
working with pupils to help them have a genuine learning expe.
rience, with student tea~hers observing and assisting in order
that they too may learn. ·
The workers who attend this type of school for a period of time
are confronted with a varied program that is most challenging.

Some o£

the typical areas covered in the course of a day are these; worship,
special training class in a selected area of interest or need of the

lraylor, .2£•
2Ibid.

-

ill•

participant, pupil understanding or methods of teaching, observation of
a skilled teacher at work

a~

he prepares for a session and works with

pupils, evaluation period, planning and preparation tor the next day,
classes or discussion groups for personal enrichment, fellowship with
other students, group sharing and private devotions.

The purpose of

this school is to incorporate all of these types or training into a short
period of time.

Because of the concentrated type of approach, 1t has an

unusually good chance ot producing change in the concepts and procedures
1
or those who enroll in it.

Many

times conventions, conferences, and institutes are planned

specifically to train personnel tor a particular purpose.

The usual

method or procedure is that the church or group involved sends delegates to receive inspiration and information.

The value of this type

of program depends upon the delegates as they take the information back

to the church or group and apply the information received.

The church

that is to benefit most from this type ot program must take the
following steps a (l) Select delegates most carefully.

It is best to

send more than one representative so that they may supplement each other
during the conference and when they return.

{2) Prepare the delegates

prior to the conference so that they may be oriented to the purpose and
program.

They should know what to expect and be searching for ways to

app~

the acquired ini'o:rmation.

(.3) A report of the findings should be

given to the responsible group so that all may benefit from the partil
cular conference.
The Swwn!!Z.
The. task of the Director of Christian Education involves maqy
areas of responsibility.

In each area or responsibility, he must work

in close harmony with other people.

work:

effective~

He must find a way in which he can

through his corps of workers.

Together they seek: to

reach each person or their constituency nth the message of the Gospel.
The Director of Christian Education must function as an educator.
He seeks to develop a proper educational climate in the church.

He also

is responsible for the training of the workers in the program of Christian
Education.
There are two basic types of training with which the director is
vita~

concerned.

The leadership class is basically geared to the

persons in training prior to the time they actually accept the responsibility of a position on the educational start.

The workers• confer-

ence is geared to train persons alread;r in service.

The workers •

conference includes all meetings of the church school staff held for
the purpose of improving the work and training the in-service workers.
The workers• conference may include several types of meeting and
training sessions.

Some of them include:

(2) special addresses;

(l) round table discussionsJ

(.3) special reports;

(4) discussion periodsJ
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(5) demonstrations, exl1ibits, and dramatizations; (6) construction of
meaatU:'e!l~Ults

of sueeeasJ

(7) coaching;

(8} lesson
personnel.

also serves as a resource
will

ma

helpful to the

also seeks to be of help to the
church membership
order

matters involving Christian Education. In

do an effective job in this, a reference library is necessary.

People learn more rapidly if they are able to observe improved teaching
methods. A program of observation..&maonstration is helpful in the
training school. Closely related to this type of service is the app,ren...
ticeship program.

This is si!lilar to the practice teaching program of

public education. The laboratory school as well as conferences and
institutes
Director of

fine opportunities for additional training. The
Chr:tst~an

Education under the direction of the Board of

Christian Education, offers to the entire educational staff ample
opportunity tor self-improvement.

CHA.PTER IV
THE FUNCTION OF THE DIRECTOR OF CHRISTIAN EDUCATION
AS ORGANIZER AND ADMINISTRATOR

THE FUNCTION OF THE DIRECTOR OF CHRISTIAN EDUCATION
AS ORGIDZER AND ADMINISTRATOR

The director of Christian Education must be a person
various abilities.

In one of t!le .llUU3Y areas

must function as an organizer
grrun.

administrator of the educational pro-

Thera are those who would sa;r that the church

about organization and administration,
shou.ld be
..__.,,.._._~

his rasponsibllit;r,. he

cor1cerrus~a

not be

that the only thing

about is the teaching of the trlord of God..

states in her book, Education

conce~nad

Dr. Lo18

!!!!! !!. Christian:

!~othL'lS will take
place
and the
facts of the Word of God. But it is possible to atarve people
with biblical facts, to make doctrine a substitute
spiritual
reality, to taU our people by denying them the intimate personal
experience w1th the Lord PJ.mselt who alone will
the deepest
longings of the human heart.l

The chief concern of Christian Education is to minister to the
individual in such a wa;r that he will be led into the proper relationship with God through Jeeua Christ.

Good organization and proper ad-

ministration are necessary in that the educational program of the church
may operate to its peak of efficienc;rJ that there will be nothing, ht.m1anl:y
speaking, that will hinder people from finding Christ as Lord and Saviour
of life.
The cb.t:Lrch must have a good working organization in order to

assu.re proper relationships in the total church program.

The director

ot Christian Education is responsible tor the working order ot the educational phases ot the church. Again this must be carried out through
the effective use ot various workers dedicated to the cause ot Christ.
The organization is primarily concerned with the arrangement of pupils
by departments and classes.

lt also works with problems ot proper place-

ment o! these groups into the available rooms.

Proper time schedules and

prompt and orderly compliance to the schedule are also among the chief'
concerns.

Organization also is responsible !or the arranging ot the

working stat£ into an ettective team, with their duties and relationships
clearly detined. 1
A smooth-running organization is made possible b7 good administration.

Good administration is concerned with cU%'11ng policies and plans

into ettective action.

Administration provides curriculum and resource

materials and makes them readil;y available to the worke.rs.

The cmlist-

unt and. provision tor training capable workers is a primaey concern.

It

plans tor the enrollment ot additional scholars and their placement into
the proper classes, the keeping ot good records, and the proper use ot
them, such as tollOW'<Ioup ot absentees and annual promotions.

It is con-

cerned with the pl\Ysical needs or the educational program such as adequate space and equipment.

It takes !ull advantage ot special days and

occasions as well as fostering healthy' world.ng relations with the homes.

lvieth1 9.2.• cit., P• 4.
2
Ibid.., PP• 4-$.
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In spite of a recognizable need tor good organization, there is
also a danger that must be set forth.

It is possible for persons to

become so much involved with the organization itself that they make
organization the end in itself instead of a means to the end. Dr. Paul
Vieth states this about organization.

"It must always be a means to a

prior purpose, and only that organization is good which best serves the
purpose for which it exists."1
I.

O.RGAN!Zll\lG THE CONSTITUEl\lCl'

The total program of Christian Education is usuallY spoken of
under the heading of the "Church Schooln.

There are a number of agencies

within the church school seeking to contribute to the spiritual growth of
their particular members.

Some of those agencies include the Sunday

School, vacation church school, youth fellewship, adult groups, clubs,
caps and conferences, among others. Because of the diversity of the
nature of these groups, one person

may

be a member of several groups.

It m.ay be a good thing to have a multiple approach beoa\181.1J of the varied
interests of people, tor certainly this allows tor more study and activity
than any one agency could produce.

From the standpoint of a unified pro-

gram, however, it often presents a problem for there is often needless
d.uplloation or gaps in study areas.

There is a necessity then to provide

an organisational structure through which a unified program ot Christian
Education can be achieved, and at the same time conserve the uniqueness

!!!!, P.roceas

2! 91"adig !!.4 !rto~i!i•

Some syatem or plan or grading and grouping is necessa.r;r to coordinate the various activities and age groups in the church.
lem is:

The prob-

How effective are the groups as they are now set up? Are there

arq changes that need to be made?

It is a common practice to divide the

Sunday School into department• and classes as the size of the school de•
m.ands, but the problem of grouping or grading goes beyond the Sunday

School session. The fellowship groups, worship groups, and others need
also to be considered.

Local conditions must be considered :in the g-rading

process. The type or grading has varied in different age groups in the
past. An example of this :is a close gradation of children and youth,
while the adults have

usual~

been grouped in two brackets; young adults

and those who are considered other than young adults.

The question of

how to grade the groups and what ages should be included in the different
classes and departments is a vital one.

2

The purpose of grading :is not simpJ.T to meet a predetermined organizational pattern, but rather to place the same type of students together in the same group.

In the grouping situations, organization

should be on the basis of purposeful, democratic activity.
be placed in groups where the individual can work
plish the objectives.

~1m,
2

!e•

ill••

-Ibid., P• 159.

They should

effective~

to accom-

Pupila need to develop their ability to work

P• 1$6.
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harmoniously with others in a group situation. This ean only be done if
pupils of basic likeness are placed in the same group.

1

There are many differe.nces as well as simUarities that need to
be considered when grouping or grading pupils. There is a physical age,
a social age, a mental age_, and a religious age to be considered.. fJ!en...
tal age and religious

age

in children and young people usually correlate

rather closely. As a result of this, many Sunday Schools use the public
school grade, which is based partially upon mental age, as their basis of
grouping the school•aged pupils. For the adult-aged group, chronological
age grouping or particular interests form. the basis of grading.

2

Problems of adult grading are more complex than the grading ot the
ch.Udren and the youth because of the wide variation ot adult activity.
Adults participate in the Sunday School classes, men's and women's organi•
mations, stu.ctr groups, parents* meetings, and serve on the various boards
and committees. All of these activities contribute vitally to the program

ot Christian Education. It is important also that adults grow spirituallyJ
therefore, adult activities should be graded by taking into consideration
the changing interests, desires, and needs with the advance o£ age. 3
There is proper concern on the part o£ same that the church will
become so minutely graded that there will be no f'aily unit in worship.
There is increasing recognition, however, that there should be some

provision tor the entire family to share their experience of worship as
a unit.

A good example ot this is given in some ot the churches which

provid& a service ot worship for the entire tS111.ily1 preced&d or
by a time for graded groups to participate.

toll~d

other groups have a type of

service where younger members attend only a part ot the service and then
go to their own service.

There has been no one person who has spoken

authoritatively on this problem beyond the point of pointing out its
im.portance. 1
For additional material on grading please see Appendix

c.
,,
ri.,

Perhaps one of the most important factors that the Director of
Christian Education must lteep in mind, when he considers the task of
grading or even as he plans his overall program, is the basic educational'
plant--what type of building he has and the number and size of rooms that
are available for the use of the educational program.

A building that is

ideally arranged in size and properly equipped does not guarantee an
effective educational program.

It is, however, dif.ficu.lt to carry on an

extensive program it rooms are not adequate in number and size.
gram. will definitely be limited.

The pro-

Few churches are able to have all that

a good program requires, but with proper guidance from the Director of
Christian Education and his organisational stat£, a graat deal can be done
to make the most of what is available.

~id. 1

P• 2.)6.

2
Vieth1

~· ~.,

P• 236.
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Often, it' there is a clear understanding of the needs of the
classes and of the various groups, the available facilities could be used
This calls tor a coordinator to plan for clearance

f01! multiple purposes.

or

.

schedules and development o! policy snd strategy.

l

Only an unusual congregation ean supply all of the things that are
desired in space and equipment.

I:t there is leadership provided that has

vision for the future, the gradual improvement process will stimulate the
corps of workers to make the best possible use of what is available. What
the educational program has or will have depends largely upon the vision
2
o:t the leader.
J!,eortance g!

~rol?!r

Use

2£. !!:!!, Schedule.

The total program of Christian Education is universally recognised to be operating und,er severe time limitations.

Not only 1s the

once•a-week Sunday School period inadequate, but the lesson time of
twenty to thirty minutes which is usually alloted to teachers, is in•
adequate for the tl"P$ o! education usually desired.

The time schedule

is not only limited in the amount o! available time, but it is even
further curtailed by ineffective use of that time. Such factors as
failure to begin on time, tardiness on the part of the teachers, supervisor, worship leader, counselor, and even the pupils themselves cut
into the available time.

There are often interruptions in the class

lvirgil E. Foster,. "Administration, Space, Equipment, 1t
International Journal g! ~liiious Education_, September, 19$8, PP• 20-21.
2
;; Heim1 !£• ill_., P• 2$6.
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teaching time because of secretarial and administrative duties and very
frequently other outside activities which perhaps in themselves are good,
but compete for the teacher's time.

Frequently,. these conditions in their

totality constitute a great limitation upon the teacher and adds onlY to
his .frustration.

There

probably little else that is more .frustrating

to a well prepared teacher than to have a good lesson that he wants to
get across to his pupils and .find th,t he is unable to do so because o!
l
shortened time or unnecessary interruptions.
The total educational program must be reviewed again and again1 and
the available time must be closely guarded and protected so that the student will derive important benetits from the Word.

All of the factors of

the educational program must be carefully scrutinized in order to locate
a,ny elements o£ weakness.

Dr. Frank McKibben suggests these areas of

coMiderationf
1. The utilization of the full time allotted to the church school
class or other session.

It one hour of time is set aside for a

special purpose, this time aust be caretully guarded and used as
it every passing minute was the most precious thing in the world.
There should be a systematic

observane~

of the time schedule.

Promptness should be exhibited on the part of the leaders, so that
the members ot the group or class will see the value that the leader
places upon the tiM.
2.

An increase in the time set aside

tor many activities. Many

people tail to realize what the lengthening ot the session to a

71
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would mean.

This is entirely possible

in most situations.

3• Extended sessions for certain of the groups in the Sunday School

on

morning, making available at least a two-hour period for
program. 1

A planning committee should be responsible for all of the various

activities and events entering into the program of any
The D:I.Nctor

group.

Christian Education should be responsible for the en-

forcement of the schedule.

There wUl be a better understanding on the

part of the individual workers it the7 are able to rel7 upon a specific
amount of time.

There will also be better working relations between

participa.nts in the various phases of the program if there is no in:fringe2
ment upon the. time of others.
Duties and Relationships Defined.
The use of the job description has come to play an

i.~tiportant

role

in the employment of persons for the business and professional positions •
.Man;y church administrators have found that the use of job descriptions
(job profiles) are ver.y valuable in securing and training workers to fill
the various positions of leadership and service in the church organiza...
tion.

Not onl7 is the job description valuable to the administrator, but

it is also an aid to the worker as he seeks to understand just what is

1McKibben, B£•
2
Ibid.

-

~., p. 47.

72
expected ot him. 1
The text, Pereonnel

Y.~a..na1emEm~,

gives the following statement

concerning the function of the job description:
In the field of pereonnel administration the primar-.r
interest in job descriptions is to discover those characteristics
of the job which are to be interpreted in hiring th~ worker or
in transferring or promoting to the particular job.
The value ot the job dEUicription is dependant upon the thoroughness of the description.

The basic item that the job description should

set forth is, "What does the worker do? 11

To many this mq seem a very

simple approach, but it is not as simple as it might seem.

The director

in charge ot personnel should be able to determine such things as:
(l) physical requirements, (2) necessary education or training, (J) re•
quired familiarity with equipment, and any other qualifications necessar,r
or desirable for that job.J
It is important to know what a specific position requires of a
pereon before anyone is secured fo:r that position.

If the specific as

well as the gene:ral necessary qualifications are not known to the one
who seeks to fill that position, he may secure a well prepared person,
but he
filled.

may

be well prepared for a different position than the one to be

Dr. Vieth suggests that workers are secured for the reasons of

what they are and what they are able to accomplish.

He further sets forth

1Floyd. s. Hyde, "Job Descriptions for Church School Workers",
International Journal 2! Relisious Education, October, l9S6, P• 14.
2
soott, Clothier, and Spriegel1 !?.£• ill•• P• l4S.
3teslie Beach and Elon L. Clark, Psrholosz in .Business (New York:
McGraw-Hill Book Company, Inc., l9S9) 1 P• SE;.
-
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two areas o! qualifications that should be covered in a job profile.
(l) Leaders in the field of Christian Education must themselves be sincere,
dedicated Christians. They must live a life that is exemplary of the
Christian walk. They must be liilling ..........,,.:-,.. in deeds as well as in
words. They should be able to

with others.

should be able to do the work competently.

(2)

worker

This necessitates ability

to handle the curriculum, pupils, administrative duties, to communicate
freely and clearly with others, and among other things be willing to
1
learn.
In order to have an efficient, smooth... opsrating educational staff,
it is essential that there be common understanding of what is to be
accomplished and even how it is basically to be accomplished. There
must be some method of guidance for the individual worker.

He must have

a basic understanding of what it is that he is working toward and trying
to accomplish. 2
Along with a clear understanding of job involvement, it is important for the individual worker to understand the overall picture of the
organizational structure. A clear understanding ot this will enable the
worker to see how he functions within the scope of the total church program.

The success or failure of the total program is not dependent upon

one or two individuals within an organization, it is dependent upon each

and every worker within an organisation. It is dependent upon each worker
to carry on his particular part of the educational program. Unity of pur-

lvieth, .!?£.•
2

ill•• PP• 196-197 •

McKibben, .!?£.• ~·~ p. $9.
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pose and effort are the result of a clear concept of the total program.
A clear-cut definition of the organizational structure is helpful to the
individual to enable him to understand how his particular position fits
into the overall organisational structure.

It helps the individual to

understand mora clearly to which organization or committee he is directly
responsible.
intendent.

The Sunda;v School teacher looks to the departmental superThe departmental snll.perintendent looks to the general super-

intendant.

The general superintendent is guided by the Sunday School
1
council who in turn is directed by the board of Christian Education.
The church possesses a unique type of educational staff in that

it is made up of volunteer workers.

A chain of command such as a buai-

ness organization would have, would not be able to function in the same
manner in the church situation. For the sake of a smooth-running organization there must be a line of communication.

This type of structure calla

for someone to be responsible for the work of another.

This relationship

between the workers can be made olearl;v understood by the use of an organi•
2
zational chart.
Sea Appendix D for additional information concerning the job

description (job profile) and the organizational structure chart.

1Professor Robert D. Bennett of i.Yestern Evangelical Seminary,
in a class lecture, "Organization and Administration of Christian
Educationtt, January, 19601 Permission granted.
2Ib1d.

-

15
II.

ADMINISTERING

CONSTITUENCY

A smooth-running organization is made possible by good administration.

It is in this way that organization and administration run hand

in hand.

The result of proper organization and administration in the edu-

cational program of the church is an educational experience for the participants.

"Administration is the process whereby the functioning of

organization is facilitated, to the end tlutt a fruitful and effective
program may emerge. n1
In ever,y organization there is some one person or a group of persons responsible for the overall work of that organization.

The structure

of the organization, the formulation of policy, and the administration of
policy all stem from the over-seeing group.

In the church, the

Counci~

of Administration, or a group similarly named, is the official governing
body of the church.
Christian Education.

Operating as an arm of that group is the Board of
This board must be responsible to the general church

because the church is responsible for Christian teaching.

In this way,

there should be a continuity in the policy of the total educational de·
partment of the church.

Director

2

Christian Education

board of Christian Education, yet he ahouJ.d be considered more than

lraylor, ,22.• ,:!l., P• 247.
2
tobingier, .22.• ill·• PP• 1.'34·1.1).
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someone sitting in on a meeting.

the nature of the training

of the director, the board ehoud seek advice from him as to the best

edu.cational theory and practice.

should serve in this Nspect as

the superintendent of public schools serves in the community.
insight

must

the field of education. iihereas the non....professionally

trained person cannot be expected to have such insight.

The director

then performs a twofold function in his service to the board of Christian
Education..

Hs serves as a guide on ma.tters of policy and also sel'Ves as

the executive officer to
l
adopted.

carl~

out the policies which the committee has

In the relationship of the executive officer who is responsible
for enforcing the policies of the board of Christian Education, the
director may be succeesf'u.l. in. this only to the extent that he is able
to work through the educational staff of the church.

Every successful

worker should feel that his "boss" is read.T to work: with him.

One of

the principles of personnel management deals with making the work: a cooperative enterprise.

In the .factory where Lindbergh 1 s engine was con-

structed, _a poster wa.e supposed to have been displayed with the i'1ords1
put Lindbergh across".

A solid corps ot workers, with good ad•

min.istrative personnel may a.lso make the statement, '*We put the program
2
of Christian Education across".

11

Provision 2£ Curriculum
The curriculum in any
consists
those influences
and activities which are provided tor the development of Christian
discipleship. It
a
product$
which published
materials nave an important place, but onJ.T as ·thel are creatively
used tQ serve a
tfhieh
the church's own.
Formulating a curriculum, or even

re-thinking and evaluation

being

of a curriculum

of the board of Christian Education.

ot Christian Education serves as a

been stated,
mez~metr

of

Christian Education. He will aid the board as they plan for
A curriculum study will need to include an evaluation

use.

future.

the materials

Included in this evaluation must be an appraisal of the present

adequate or inadequate usa of the available materials.
sideration must

final eon-

whether this is the best that can be used

its ultimate purpose.

achieve

2

Probably no system. of curriculurn materials will ever meet all of
. the needs to the full satisfaction of the entire church.
adaptation,

hol~eVer,

With creative

it is possible to find adequate materials. The

selection of curriculum n1aterials is only the first step. Without
curriculum serves little value. It is

proper treatment

necessary to foll<»J this step with a period of education dealing with
3
tba purpose, nature, and
usa.

lviath, !R.•
2

ill.··

Ibid., P• 86.
3
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in their preparation.

Some

suggested administrative procedures are as followsJ

1. Select one person to
curriculum materiale.

Uee the records of enrollment and teachers'

requests for estimation of quantities.
2.

Include in the order the ad.ditional teaching aids that con-

tribute to the understanding of the lesson •
.).

Order well in advance.

4.

Upon receipt of order, check against the invoices and forward

bills for prompt payment.

(The King's bus:lness should be done

promptly1)

$. Make the material available to teachers as early as possible,
so that they may make adequate preparation.

6. Make available the class materials in advance of the class
period.

1. Provide adequate storage space.
B.

Materials that are reusable should be kept tor subsequent years.

9.

Preview the audio-visual aid.s that are made available.
l
Provide tor working supplies.

10.

l ~·~ PP• 93-94•
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A recent estimate states that at least two million men and women

are serving voluntarily each
the Protestant

chu_~h.

The

approximately three to four years.

in the field of Christian Education in

period of service is figured to

I£ this figure is correct, it means

that the yearly turn... over is from one fourth to one third of the entire
edueational staff.

Among the causes for this rapid turn-over are (1) a

lack of training and a consequent sense of difficult;r and discouragement
l
and (2) the failure to provide adequate training and assistance. With
this in mind then, it is not at all difficult to see the necessity for
deep concern for the enlistment of workers.
One of the chief areas of concern for many Directors of Christian
Education is that there seems to be such a large gap in the lives of
church members where knowing and doing are not always compatible. The

main
men.

obl~.gation

discipleshi.p is service to God and in turn to fellow

It is not at all difficult to get people to acknowledge this truth,

yet there is much resistance or unwillingness of capable people to accept
positions of leadership and responsibility.

One of the good ttspiritual"

thermometers of the church is the number of ita people within who see
discipleship in terms o£ service for Ood. 2
One

ot the important !actors in seeking to enlist workers .is to

enable prospective workers to realize the vital contribution that they
1
McKibben.t ~· cit., PP• ll5-ll6.
2
ill$!. 1 P• 121.
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can render to the lives of others.

People vary in ability and as a re-

sult do not all qualif)r for the same tasks.

The important thing from a

personal standpoint is that the individual oo willing to use the various
God•given abilities for His honor and glory.

All persons need to eXpe•

rience the type of relationship with God that comes with the knowledge
1
that they are serving in the place that God has for them.
Dr. Heim states that there are five sources of worker supply.
These sources are the congregation in general, the community, various
adult classes and groupsJ the young people• s group, and the parents of
the younger pupils.2
The church should produce within itself, members that are capable
of propagating the message of the gospel and its redemptive power.

No

doubt the majority of the church personnel received much of their
Christian knowledge from their training in the church school classes.
In any event., in order to secure workers from these sources given by
Dr. Heim, a survey must be made to discover those who meet the desired
qualifications most fully, and those who are willing.J
In many churches, there are people who are willing to teach or
to serve in some special way, who have never been asked to serve. They
would not think of volunteering themselves, and as a result, never get
the thrill of this type of service.

A

careful study of the various roll

books and church membership records will reveal prospects but beyond that,
1

-Ibid.

2

He:tm, .2£•

£!!.,

.)Ibid., P• 119.
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a printed questionnaire should be distributed among the church membership.
Questions such as these may be asked:

How long a church member? Types of

church work and number of years engaged in service of this type? ExpeSchool work? Types of service most desired? When available for service? Special tra5.ning received?
for training?1
rience in

Sun~

A committee responsible to the Board of Christian Education should
be in charge of prospective workers or worker enlistment.

This committee

should carefully suney the immediate personnel need, and a lao the needs
that are forseeable.

Upon careful consideration of all of the available

information,. a prospect list should be drawn up.

After prayerful con-

sideration, the prospects should be contacted personally, and their
training begun.

The time to begin tJ>aining is immediately,. not when theN

is an emergency situation.

2

It is most important that the church be alert and aggressive in the
enlistment of workers.

Only far-sigh+.ed. planning and continuous effort

will insu.N an adequate working force.

The primary NsponsibUity Nata

with the Board of Christian Education and the DiMctor of Christian Etiu•
cation.

TheM is no single best way to enlist workers but the important

thing is that each church settle upon a systematic approach to the enlistment of workers that best meets the meds; then prayerfully work with the
end. in mind that there will be enough qualified workers to meet the needs
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the educational
Provision

sta~£.

!!£.. TraininG

l

Workers.

Dr. Clarence Benson states that one of the most important services

that the Director

o~

Christian Education can render is to develop an

cient educational staff.

e~~i

He also states that approximately eighty-five

per cent of the success of a Sunday School is dependent upon the teacher.
Good teachers are required to make good schools.
tasks

o~

One of the most important

the educational director is to enroll and train a good

stat~.

2

Ths methods ot training ths stat£ have been discussed under the
heading of the Director of Christian Education functioning as an educator.
At this

point~

however, the important issue is .that the various training

possibilities be made available under the direction of the Director

o~

Christian Education.
Provision {q,r ».;nrol.l.ment

2£ ~ils••

The purpose of organization is to aid in the achievement of certain
goals.

Administration £unctions within the organization in order to guide

the organization in the advannement toward the ultimate goals.
mate goal

o~

Christian Education is to

in the Christian faith.

vd.n~

The ulti-

cultivate, and conserve people

Vieth states that the sum total in Christian Edu-

cation is determined by three factors:

"the quality of its work, the time

\onbben, 2'2.• ill_., PP• 121-122.
2
clarence H. Benson, The
School in Action {Ninth printing,
revieedJ Chicago 1 Moody PreH;'
p.
li2. 1
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1
available for Christian teaching, and the number of pupils servedIf.

Each church is responsible tor an evangelistic outreach.

There

are large numbers of people outside of the church who are not now re•
ceiving Christian Education.

There must be a concern for these people

to face the responsibility of reaching men, woman, boys, and girls.
Dr. Benson suggests that before the church is able to respond to this
task, there are three fundamental requirements a
1.

A!! enlared faith.

Any

significant accomplishment by the

church is the result o£ faith.

The minute the church feels that

it has accomplished all that it can, the church has put itself
out of contact. with God and He is not able to use it.

God has

limitless power and is able to accomplish much it the church
places itself at His disposal.
2. !!!, eruar.ed. field.

The field is whi ta unto harvest and it is

the responsibility of the church to go into the field and reap the
harvest.
field.

An enlarged faith will yield a vision o£ an enlarged
There are many that are not reached by any other organi...

zation, and they must be reached.
j.

!!!_ enlarfied force.

In order to accomplish an enlarged task,

an enlarged working force must

he

secured.

This means an enlarged

opportunity to enlist the idle membership of the church into an
2
active roll of Christian service.

lvieth,
2

2£•..211••

P• 2$6.

-Ibid., PP• 10$-106.

After thorough preparation for the enlistment of pupils, the actual
work for which the preparation has been made, begins.
membership cultivation is instituted.

J. workable plan of

Prospect lists, personal invitation

of friends and associates, community canvass and commercial publicity are
among some of the suggested means for contacting prospective members.

Once a prospect attends, he must be welcomed with open arms and made to
feel at home and wanted.
growth and outreach.
Provision

The Nsu.lt will be a continuous process of

l

!.2£ ~o.e!r £:!!. 2£.

Records.

A record system carefully devised and kept will yield a wealth of
information and serve as an aid in. more purposes than commonly supposed.

If properly used, records serve as a guide for much of the activity of
the church t s educational functions.

Records also serve as a measure of

the church's success or t ailures along with disclosure of weaknesses and
strengthe.

Records serve in planning the curriculum and in organizing

the staff'.

They aid in furnishing the key to budgetary matters. They

supply

esse~tial

information in the ordering of' supplies and give needed

information in the promoting of pupils.

2

The kind of record system to be used will depend greatly upon the
sise ot organization, and upon the proposed use to be made of them.
'"'

lt

is useless to keep records that will not be used; but a great opportunity
3
will be missed if they are not kept and used.

~id.,
2

P• SO.

Haim, !.£• cit., P• 289.

)lbid., P• 290.
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i~eds.

One or the common cries of those working in the field of Christian

Education is the inadt®quacy of space and equipment.

One of the concerns

ot the Board of Christian Education and ot the Director o£ Christian Education is tor the best possible use o£ the facilities that are presently
available, and for intelligent and realistic plans for the future.
possible that 1nore beneticia.l use ot the present facilities

It is

be obtained

by

than once on a given Sunday.

It is possible that a redistribution of room
1
assignments lftay provide maxaum use of existing rooms•
Vision is of great importance in the use of the physical resources

that are available.

Very few church schools are able to provide every-

thing that is desired by the ststr or the church.

A long range type

or

planning and guidance by the Director of Christian Education is necessary
it there is to be any unity in the physical appearance and in the pw:o.

chases or additional equipment.

2

In the event tha.t there is need for additional building facilities,
there should be much prayer and study' done before any action is taken.
tJntU the church knows what her job is and bow it should be done, little
constructive planning or work can be accomplished.

The Director of

Christian Education should be able to give valuable aid as far as certain
building needs are concerned, but a professional arc hi teet should be con•

lvieth, 22.•
2
Heim, 22,•

ill•, P• 50.
ill•, PP• 266-267 •
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needs of the ch:u.rch. Every move, either in bu..Uding or in the addition
facilities and equipment, m:ut
Provision !!!, !!!.

Pro£!~

ct

done with an ultimate objective in mind. 1

!!!!_ 2!. Special

E.m.•

It is not for the church to decide whether or not to pay special
attention to the day's ot special emphasis. The tact is 1 that the
have been set apart and. do appear on the calendars.

d~

It is important that

the best advantage be taken of the opportunities that these days present.
These special days have been classified into three groups.

{1) Those

that are essentially and inherently religious--Christmas, Easter, and
Thanksgiving Day.

(2) Those that have been introduced into the church

calendar because they serve the purpose ot Christian Education--Rally Day
and Children's Day.

(3) Those that have no close connection with the
2
Christian faith--Washington's birthday, Armiatice Day, Memorial Day.

The Director of Christian Education must give special guidance as
to the best use o£ these days.
tie the entil"e message

or

The days of Christian emphasis serve to

Christianity

tog~Jther.

The birth of Christ and

His death and resurrection are at the very center or our Christian faith.
The days set aside to commemorate these events are o£ vital importance.
The other days offer opportunities for special emphasis and with proper
foresight and prsparation, m.ay serve as an excellent opportunity to buUd

a program of related thoughts.
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l

These basic. principles should be kept in mind when planning for
Special Days I
l. The program ot the day should be governed according to the
objectives of Christian Education.
2. What is done must contribute to Christian experience •
.).

The program must be suited to the needs of all the people.

4. The special

day should be used to serve the purposes

ot

Christian Education.

5. In observing the special

day, the meaning of the day should
2
be in harmony with the program of the day.

Provisions

!2£.

Home

~lationsbi;es.

In the early church meet of the Christian Education was carried on
in the home.

The parents took upon themselves the full responsibility for

the Christian nurture of their children.

Christian nurture is still basi•

cally the primary responsibility ot parenthood.
center ot Christian learning.

The home should be the

The tragedy of .most homes today i8 that

ther. is no time or room tor family communication• let alone Christian
teaching.

Parents somehow have gotten the mistaken idea that it is possi-

ble to discharge their parental duty by simply sending their children to
the Sunday School.
The writer is in no way seeking to .minimize the roll of the church
l

!2!,.<!• 1 PP• 106-108.

2

.Lobingier, !1?.•

£!!..,

PP• 106-108.
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in formal Christian Education.

'!'here is much need tor the contribution

that the church ca.n make, but since only a few short hours a week are
spent in the church situation and many hours spent in the home, much more
should be accomplished in the home.

The Christian home is able to supply

a rich source of wa.rm Christian enviromneat, with deep love as well as
daily guidance by the parents,

'!'he church that shares a concern for

must be vitallT concerned with establishing and main1
taining Christian homes.
Christian

nurtUl~

In order to foster working relationships between the church and
home, the adults must realise the importance of these proper relation•
ships. The most important approach to Christian Education of children
and young people is through a type of parent education.

'!'his parent

education does not consist of child PiiYClhology or pedagogy1 but an approach
to parents enabling them to develop into the type of persons who will
create a home lite which sets an example tor their children.

The church

is not primarily concerned with the inclusion ot one or two ceremonies
into the tamU.y lite, but is more concerned with the total lite of the
2
holm~ and with the spirit which governs the home.
T~re

are several ways in which the church may sponser the estab-

lishment of Christian homes.

Some of them are as t ollows:

1. Include in the young people's curriculum lessons centering
aroWld the theme, preparation for marriage; this may be handled
l

Vieth1

2

!e• 2!1• 1 P• 167.

Lobingier, .91!.•

s:J:1.,

PP• 74-7::5.

through the Sunday School, Youth Fellowship, Pastor's classes,
guided reading as wll as other ways.
2. Establish s. young married couples' group in the church.

In

this group there is much potential tor attracting the attention
of m&llT who have not previorualy been reached by the church.

3. Adult Sunday School classes should include helpful instruction
concerning conduct of lite s.nd influences in the home.

4. Give parents speeitic help in the guidance ot their children
in Christian Education.

Suggested books and mags.sines as well as

the provision ot leaflets on child problems and Christian development will aid parents.

!

There are but a tew who do not recognise the need tor church-home
cooperation in the field ot Christian Education.

One ot the responsibi-

lities ot the Director ot Christian is to make sure that the church ia
doing the quality ot work that calls tor enthruaiastic coopers.tion from
the home.

The first tendenc7 of most organisations is to look elselfbere

tor factors causing ditticulty rather than searching their own organisation tor weaknesses.

The church must be sure that it is doing, or willing

to do the type of work that deserves parental support.

Parental support

is rarely given because the church desires or demands it; it is given
2
because the church has wo.n it.
1
~·~ PP• 76-77.
2
!2,!!• 1 P• 78.
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III. THE SUMMARY

The Director of Christian Education must be a person of many and.
various abilities.

Among his many areas of responsibility, he must

function as an organizer and. administrator of the educational program.
This is necessary if th.tt educational program of the church is to operate
up to its potential.
There are matzy' agencies within the church school seeking to contribute to the spiritual well-being of the individual scholars.

In order

to present a unified. total chu:.rch program there must be proper planning
and administration.

The system or plan of grading is necessary to co-

ordinate the various activities and age groups in tne church, so tnat the
principles and methods of education may be used to the best advantage.
In the process of grading the church school, tne type of bu.Uding
and the amount of available space is one of the primary factors that
must be considered.

The director must nave a clear understanding of the

needs of his groups and must be able to have enough foresight and imagination to take advantage of all that is his with which to work.
ManT responsible leaders in the field. of Christian Education report
that one

~

the most severe limitations in the educational field is the

lack of adequate teaching time.

There is, there.fore, need to take .full

advtmtage of the time that is available.

The suggestion is made that

there be full utilization o.:f' the allotted time.

Promptness on the part

of the teachers and care.ful planning of the program are aids in alle-

viating the problelll•. Another suggestion is tb.at there be an increase of
time set aside for the educational program.

For the younger age groupst
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much has been don.e with expanded aenions of the Sunday School during
the adult worehip hour. Careful eonsid.erat:ton should be given to this.
A greater efficiency on the part of the worker is usually the
result of a clear understanding of what is expected ot him.
description or analyaia is ext.nmely helpful in thie.

The job

Cloaely allied

with the job description is the organisational structure chart.

This

enables each worker to aee how he lite into the total program and to
whom he ia directly responsible.

A smooth-running organization is made poasible by good administration.

It is in this way that organization and administration operate

together.

The Council of Administration and. the .Board of Christian .Edu-

cation are organizations that are responsible for the structure of
administrative policy.

The Director of Christian Education is usually

:responsible for carrying out the policies.
It is the director's responsibility to see that there is provision
for adequate curriculum and resource materials.

It is necessary for a

good educational staff to know the proper use of the curriculum materials
and also to know how to adequately uae the resource materials provided.

Provision for an adequate working staff demands primary consideration.

Thera is continual need for additional workers. Some adequate

system of worker enlistment must be provided.

Not only is enlistment

:tmportant, but it is necessary to provide a means for the training of
the workers.

An adequately trained staff is invaluable to the church.

It is im.poseible to carry on a program of Christian Education
without pupile.

Some provision for the· enlistment and enrollment of
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pupils must be advanced.
outreach.

Each church is l"$sponsible for an evangelistic

In order to reach out evangelisticallJf, there must be an

enlarged faith, an enlarged field, and an enlarged. force.
The proper use of records as well aa the provision of the
necesaar7 physical needs consume time and energy of the director. They

are both important, however. Much can
recorda.

be learned from a good system of

Much of the efficient operation of the church achool dependa

upon a good set of records.

Trends noticeable in records aid in the

provision of future phJ'sical needs as well as for meeting the im.m.ediate
needs of the church.
Much of the program of Christian Education in the church is
dependent upon its relationship with the heme.

Without good relation-

ship with the home, there are definite limitations.
the church does all that is possible to foster the
development of Chriatian families.

It is vital that
e~tabliahment

and

In thia way, the home and the chW"Ch

work hand in hand for Christ and His Kingdom.

CHAPTER V

THE FUNCTION OF THE DlllECTOR OF CHRISTIAN EDUCATION
AS SUPERVISOR

T.HB: FUNCTION OF THE DIRECTOR OF CHRISTIAN
EDUCATION AS SUPERVISOR

The tea "aupervision" conveytJ a displeasing thought to the minds
of many teachers and workers.

In the past, there has been misuse of the

task of supervision by same, resulting in a distasteful meaning tor
workers.

m~ny

The description of the term "supervisionn has often been used

to connote 1*snoopervisionlf.

This "anoopervision" 1 or checking on, is

not in any sense ot the word1 the type of task that is placed upon the
Director of Christian Education. 1
The church would have little success with its workers it the
director were to convey the idea that he was always "checking up" or
"spying uound•.

t'iorkers are to be led and to be encouraged, not forced

or driven. Dr. Price H. Gwynn, Jr. suggests that supervising tor the
purposes of Christian Education ttis the measurement of teacher effectiveness with suggestions for improvement.n He further states that:
Its purpose is not to give orders, but to encourage growth
and the achievement of independence. Supervision. aims at improving the quality of the service rendered to the church. Its
ultimate goal is intelligent, democratic leaders~ip that promotes
spiritual development of both teacher and pupil.
Another suggestion is given as to the role of the supervisor by
Dr. William F. Case.
1

0wynn, 2£•

2
Ibid.

-

He advances the t bought that the supervisor is

ill.•.t

P•

14$.

one who make:s available whatever :skill and reaource:s he ha:s gained, in
order that another penon will be better equipped to do a given task.
It i:s often noted that because of a lack of preparation or lack of confidence in bis personal ability to accompli:sh a given task, a teacher or
leader in the church becomes bewildered and frustrated by his job.

The

competent supervisor aids in relieving this bewilderment and frustration
by sharing his knowledge and ability, so that the individual will be able
to _continue in his job knowing that he is not lett alone, but that there
is someone standing by to share the burdens.
S!e!rvision

!! Human

l

Relations.

It is quite clear that the Director of Christian Education plays
a most important role in human relations. Much skill is required in
understanding and working with people.

In order to be able to work

with the educational ataf£ of the church, the director must be able to
help the individuals of his staff cope with their various problems.

He

also helps the staff set their standards and to clarify their objectives.

He seeks to motivate the personnel as well as foster high
Standards

~

Measurieg Prosress.

gro~

morale.

It is said that the initial

step in supervision is to establish some system of measurement with which
to calculate success or failure in the educational program.

Each person

in the organization is judged according to the system of measurement,
2

thus determining the results o:f the organization's efforts.

l:raylor, .22.• ill•• p .. 262.
2
Gwynn, ~· ill•• P• 146~
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Much ot what the church school undertakes to accomplish is neYtu:•
measured, and as a resut, it seldom knows whether there is any measure

ot success or failure, There are same commonly accepted criteria of suecess.

Some of these for determining whether or not a teacher is succeed-

ing are as follow • increase in enrol..lro.ent, high average attendance,
·expression of appreciation by pupils or parents,. evidence of deepening
spiritual lite, and pupils deciding for Christ.

There are, of course 41

other measures of progress possible for the other areas of responsibility
in the church school,

The important thing is that the Director of

Christian Education aids in the establishment of these standarda and that
they are actively used in order to keep a continual check upon the educa•
tional phase of the churcn. 1
Claritzi!lJ

Ob~ect:t'vas.

Objectives or purposes that stimulate the

total educational program ot the church are exceedingly important. One
of the difficulties in many organizations is that the objectives are not
clearly defined by the leadership.

It is easily taken for granted that

the staff has a clear understanding of the goals toward which they are
striving.

This is often a source of discontentment and misunderstanding

from the statt.

The curriculum and program have been established with

the ultimate goals in mind1 but the individual worker is guided by per2
sonal concepts or traditional purposes.
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The objectives ot Christian Education have often been thought of
only in terms ot a strict evangelistic motive.

The goal has been defined

as "Seeking to win th() individual to Christ and to metnbership in tile
church*'.

It is true that this must always be the primary purpose ot all

Christian effort, but there must be a concern that the individual becomes
well-rounded in his Christian life.

There are many elements in Christian

Education that aid in the development of strong character
personality.

These elements have found their way into the objectives of

Christian Education.
beginning.

Winning the individual to Jesus Christ is only the

He must be helped to bring every aspect

proper relationship with Christ.

ot his lite into a

l

The process of setting up the objectives and the training o£ the
stat£ concerning these objectives is a phase of the work that must be
given careful consideration and planning by the director.

In his super-

visory relationships, the director must not assume that the workers clearly
understand the objectives.

He needs to periodically review and discuss

the application of these objectives to the local situation.

This will

encourage workers as they seek to advance toward the objectives. There
$hould be a time set aside in which to exchange ideas and experiences.
Otten out o:t such cooperative thinking will come insights and understandings that have not previously been understandable.
2
the supervisor to stimulate such activity.

-

ln,id.

It is up to
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Motivation

!£. Personnel.

One of the perennial problems that con•

fronts the director is the problem of motivating people to serve. It is
necessa17 that the church school is staffed largely by voluntary workers,
yet there is difficulty in getting qualified persons who are willing to
accept positions of responaibility. The matter ot motivation is one that
needs careful study.

l

A clear-cut definition of motivation is advanced by Beach and
Clark. They suggest that their definition ot motivation must go beyond
a mere description of behavior or goals, it must consider pressures and
tensions that cause an individual to react the

v~

he does. Motivation

then, is defined as "awareness on the part of the individual of tension
within him which stirs him to action aimed at relieving that tension.n2
Terms used synonymously vi th motivation are "drive" 1 •tneed" 1 or ttaes:lre".
An individual envisions a go·al which is discerned by him and in order to
.relieve a tension, he seeks to achieve that goal which results in the
relief of the tension. 3
Getting workers to want to work is one of the most important
factors in the accomplishment of work. It the worker is able to gain
personal satisfaction in that service, he will be able to e.:::pend himself
to a greater extent. Business bas found that it is a mistake to assume
that adequate wages alone will motivate personnel to peak production.

2

aslie R. Beach and Elon L. Clark, Ps
(New York: McGraw-Hill Book Company, Inc.,~~~~

-

)Ibid., PP• 106-107.
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Attitude surveys have indicated that where reasonable wages are paid,
recognition and encouragement, or opportunities for specialization in a
particular phase of work that is most liked, serves as motivation. A
good supervisor should recognize the value in giving praise when deserved.
Positive incentives such as recognition, praise1 and assurance of cooperation help to stimulate high morale and improve the effectiveness of the
l
entire organization.
Professor Heim states that there are comparatively few Church
School Workers who take advantage of the

m~

opportunities that are

theirs to help them grow in their capacity to do increaeingly effective
work.

Leaders seek to motivate their workers in many waye, The following

are a few waya in which the leader may motivate his colleagues for active
participation in the available opportunities for further study.
1. Set an example. The leader himself must not be caught up with
the idea that he has arrived; he must continually strive for more

2. Convince workers of their need.

Beyond the point that there

is a need for educational training, the individual worker must be
willing to see that he personally needs educational training.

3. Convince them that they ean grow. Some people feel that they
cannot learn. Convince them that they are able to benefit from
additional training.

4. Show them that they will not be embarrassed. There must be

100
usurance that there will be no reason for embari"assment, foi"
written work will onlY be seen by the instructor and the student.

S. Help them see the real interest in the work. There must be a
challenge to the mind.

Leadership classes are not essentially dull,

but can be very stimulating and interesting.

6. Help them develop a hunger for such study. Association with a,
genuinely enthusiastic worker may help another catch fire.

7. Make til$ means practicable, readily within reach. Be consider·
ate of til$ worker as far as time and expense are concerned.

B.

Make sara that the experience will contribute.

Practical

application of the material studied is of great value.

9. Plan for appropriate marking of progress. Achievement records
are important for the7 add to pupil incentive.
10. Build workers into the fellowship of the cause. Each worker
should see himself as an important part of the total program of
the church.1

I!!,. Superviso!:!!!!!! Relationshi2 .~Others.
As members of a church educational staff, volunteer workers often
feel as though theT are working with problems about which they know very
little.

The Director of Christian Education is urgently

assistance to the worker.

t:~.eeded

to give

It is helpful for him to understand. the
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give help to the teacher.
director functioning as a supervisor
make available to the work:sr.the reasons
in

best

should study

success and for

I

possible

w~.

The

to

1

director most usually will be
help is sougbt by the teacher or

f!'.elp

requested to

the extant tbat
insight, and willingness to be of assistance.

He may convey his att:i:tudes

and sincere, quick to give due recognition
failure, it be is able to offer conetructive help without being domineering,
workers will turn to him for help.

He will be invited to observe the class

that is having difficulty, he will be consulted about discipline problems,
and will be actively sought out by his workers i t he has show a genuine
concern and ability to be of assistance to the workers.

2

!!:!!, SB£!rvisor i!,LH!!..Jndividual B.lationshizts,.
Many

ot the most creative times of' the Director of' Christian Edu-

cation will come when he is serving as a supervisor, working with individual parsons.

Much of his supervision will be carried on through

observation and various types ot counseling situations. McKibben states

~eKibben.- .21?.• ~.,
2

Taylor, 2£•

£!!••

PP• 64-6.$.

p. 262.
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that the key to improvement of the Church School is guidance of· the
individual worker, because the individual

worke~

is the key to education.

Also, if it is true that the teacher is ninety per cent o.f the curriculum,
1

as it is often

stated~

'

the individual teacher plays a vital role.

The supervisor is concerned with the task of enabling the individual to be more effective in his work.

The supervisor must possess much

insight, skill, and tact in order to work with the unskilled, volunteer
worker.

It is impossible to conduct a strict program of supervision such

as the public schools practice because of the volunteer basis of teacher
enlistment, but supervision must be attempted in part in the field of
2
Christian Education.
Counseling Individual Workers.

An emphasis has been placed upon

ways to enable workers to be more fruitful and efficient.

This is right-

fully so, but the task of the supervisor is also to create the conditions
that will render the 1-vork: more enjoyable to the individual.
serve from year to year feeling
to serve in this capacity.

inad~quate

Often workers

and insecure, not really desiring

For this reason, many refuse to continue.

The

director must do all he possibly can to give aid and to encourage his
workers, and thus conserve his staff.

A supervisor who is able to inspire

his workers to do a better job, and to render assistance whenever possible,
will make a vital contribution to the educational program of the church. 3

\1cKibben, 2E.•
2
Ibid.

-

ill•,

P• 98.
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Ways 2£ Guiding Individual Workers. One ·of the excellent ways of
guiding individual workers is -through a supervised type of lesson planning.
A good supervisor realizes that teaching does not proceed by inspiration
alone. · Good teachers ,are made; they are not ·born that way.

It takes

hard work, careful study, and -planning to develop ·into a ·good· teacher.
It is up to the supervisor to help the individual develop into a good
teacher.

~Iith . the

aid of prepared lesson plans, the supervisor may guide

the teacher in his preparation.

A lesson plan sets the direction of the

lesson and helps the teacher stay on the desired subject.

The lesson

plan helps eliminate repetitious and monotonous teaching.

It helps the

teacher provide thoughtful and deliberate material.

It helps the teacher

remember the essential points and to be able to tailor them to meet the
needs of the pupils in the class.

1

Along with the help given through the lesson plan, visiting the
worker on the job may prove very helpful.

ln doing personal observation,

the supervisor should keep in mind that teachers generally do not mind
being observed i£ they know that they will benefit from the visit·.

Prior

to the observation period, the supervisor should conduct a pre-teaching
conference.

During this conference; the supervisor should deal speci-

fically with the program and problems that are involved in this particular
situation.

The supervisor may give added direction to the teacher if it

is felt necessary.

He will also want to have an idea of the aims o£ the

teaching plan so that he will know what to expect and to look for during
1

0wynn, £e.•

£!i.,

PP•

56-57 •
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the observation period.

This is also a good time for the supervisor to

become better acquainted >-lith the teacher, so that a better understanding
of the pupil's background and personality may be obtained.

Not all of the

conferences of this type have to be concerned with the technical aspect
of teaching; it may be a time spent in order to give the trorker inspiration and encouragement.

1

Dr. <hvynn suggests the follmving as to how the supervisor should
observe a teacher:
Corne in quietly before the beginning of the period and find
a place at the back of the room. Take no active part in the
class-work. Some other occasion can be arranged for frater•
nizing with the pupils.

1.

2. Stay for the entire time that the activity is in progress.
No useful purpose is served by fragmentary observation.

3. ·Corne prepared to take notes on everything that happens.

A

running narrative of events is very valuable for two.reasons:
(a) teachers or guides often do things unconsciously that they
do not remember afterward; (b) this method of observation gives
a measure of relief to the teacher, because he realizes that the
supervisor is trying to be objective and is not merely jotting
down unfavorable impressions.

4.

Observ~tion schedules have been prepared for all kinds of
teaching-learning situations •••• These are useful in calling
attention to things to look out for during the period of
visitation and as a help in analyzing the experience subsequently. But it is not always e.asy to follow an instrument
of this kind during the progress of the activity.2

As the Director of Christian Education serves his educational

staff as a supervisor, he will need to be a very wise and understanding
person.

In every phase of his work, he works through other individuals

1
McKibben, ~· ~·~ P• 104.
2

Gwynn, ££• ~., P• 151.
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and he needs to cultivate a favorable working response on the part of
those with whom he works.
In working with the individual teacher (worker) by means of conferences and observation, the follow-up conference is most important.
If the pre-teaching conference was conducted properly, and if the super•

visor was keen in his observation during the teaching situation, a great
deal of effective guidance can be given • . This follow-up conference should
be definitely planned for and the teacher and the supervisor should meet
.

with real eagerness and anticipation for what can be accomplished.

1

There are a number of suggestions offered that will make the
follow-up session most valuable:
1.

The follow-up

s~ssion

should follow the observation session as

soon as it is convenient while the session is still fresh in the
minds of the teacher and the supervisor.

2.

Careful preparation should be made by both parties so that the

reactions and the responses will be directed tm·1ard helpful improvement.

3.

A favorable setttng for the conference should be selected.

A

place vlhere there will be no unnecessary interruptions.

4.

It is wise that the teacher and the supervisor establish

f'idence and a good spirit from the beginning.

con~

The teacher should

be given a chance to offer his own observations first.

If the con-

terence is to have any lasting value, there must be an honest effort
1

I>1cKibben1 S?.•

£!i•,

p. 110.
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to face realistically the shortcomings and failures as well as the
strong points.

5.

A constructive attack should be worked out cooperatively by

the teacher and the supervisor.

6.

If there is need and time for any further counseling sessions

in the forseeable future, they should be lvorked ou.t at this time. 1
Other possibilities for the director to serve in the capacity of
a supervisor of individual persons have been discussed in the chapter
dealing with the Director of Christian Education functioning as an
educator.
~Supervisor

in

~

Group Relationships.

Knowledge generally is not considered very valuable unless it is
put into use.

"Living is doing, and seldom do we act merely for the sake

of acting and never with the expectation of failing."

2

Groups are not

organized without a purpose, and they never expect not to fulfill that
purpose.

If there is a failure to fulfill that

purpos~,

they fail

because their organization did not fit the purpose; they fail to fulfill
their purpose because they have not been able to meet and solve their
problems; they fail because the group did not work as a unit; and finally,
they fail because they did not know how to succeed. 3
1

.
Ibl.d., PP• 110-112.

2
Hall, D. M., Dynamics ~ Group Action (Danville, lllinoist
The Interstate Printers and Publishers, Inc., 1957), P• 9.

3~.
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The success of a group depends upon the abilities of the individuals who comprise the group.

It also depends upon the measure of success

the group has in solving its problems and in regulating, strengthening,
and perpetuating group interactions.
thing at the right time.

Success stems from doing the right

l

Much of the work of the church is facilitated through some kind of
a group.

Classes, committees; clubs, fellowships, boards, councils, and

commissions, among others, help to carry on the work of the church.

It

is through groups that people are brought into an effective relationship
with one another.

In group aituati.ons personalities are developed, leaders

are discovered, responsibUities are discharged, and the work of the church
is fostered.

If there is a failure to involve people in the work of the

church, some of the highest values of Christianity are not achieved. 2
The supervisor in his work with groups is concerned with creating
a situation where people can work cooperatively, where there is an at•
mosphere favorable to constructive fellowship.

Perhaps the most im-

portant element is for people to have an opportunity to identify themselves with a problem, a need, or a situat.ion.

As workers come into

Qontact with the ideas and experiences of others, they grow in unity of
effort and approach.

They learn to work together more fully and to

acquire a feeling of self-confidence and acceptance.

The supervisor

needs to realize that leadership is primarily a quality of group activity,

2

McKi-bben, .2£• ill_., p. 78.

108
not just the work of a single person with a position of authority. When
workers feel that they are making a valued contribution by making worthwhile decisions, then group experience becomes creative. Workers will
feel that they have a personal stake in the accomplishments. l
The Director of Christian Education as supervisor will work with
certain groups that are more naturally and intimately involved in the
work of Christian Education.

These groups work toward the end of improv-

ing the quality of the overall program.

The director finds that he needs

to identify the individual members of these groups, to study their limitations and possibilities, and then provide the kind of supervisory
leadership that will enable the group to make an effective contribution.
The board of Christian Education will decide upon the overall policy and
also the scope of function for each group.

The different groups then

need guidance in order to meet their desired ends.

The workers' confer-

ence for example, needs information, training, and encouragement in their
. .
2
wor k of t ral.nl.ng • ·
In the section, the Director of Christian Education functioning as
educator, some various ways of training have been discussed.

The director.

acts not only as an educator in many of these situations, but also as a
supervisor.

His responsibilities are varied.

He must be able to have a

good t-7orking relationship with the people on his educational staff. This
may be greatly aided as the director works as a supervisor.
1
~·.t P• 80.
2
~., P•

82.
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!.!!!. Summary.
As the Director of Christian Education endeavors to function as
a supervisor, his goal should be to encourage growth and to improve the
quality of service given to the church.

The director should be aware of

needs on the staff and help bring about a solution to problems.
should help the staff set standards and clarify objectives.

He also

As a result

he seeks to motivate the personnel as well as foster high group morale.

Standards for measuring progress are essential; and it is important
that the director establish standards in order to keep a constant check
upon the educational phase of the church.
Objectives that stimulate the total educational program of the
church are important, but many times, objectives are not clearly defined
and observed.

The director needs to periodically review and re-evaluate

the objectives for the local situation.

Times of exchange and sharing of

experiences and ideas can be very stimulating to the workers.

Very often

new insights are envisioned as a result of such group meetings.
A major problem which looms before the director is ·the problem of
motivating people to serve, of getting the workers to want to work.

This

will be accomplished if the worker can gain personal satisfaction in his
service.
The Director of Christian Education is urgently needed to give
assistance to the worker.

He should be alert to the workers r needs and

build confidence in his ability, insight, and willingness to be of assistance.

He should .encourage his workers and thus conserve his staff.

supervisor who is able to inspire his workers, enabling them to do a

A
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better job, and to render assistance whenever possible, will make a vital
contribution to the educational program of the church.
An

excellent means of guiding individual workers is through the

use of a supervised lesson plan.

Along with this, personal observation

of the worker in the class situation is helpful, especially in giving
the worker additional guidance.
After the supervisor has observed the teacher, there should be a
carefully planned follow-up session.
A great deal of the church work is facilitated through a group.
The success of the group depends upon the individuals within the group.
The supervisor seeks to create a situation in which each member of the
group can work cooperatively within a favorable atmosphere.

Workers

grow in unity of effort and approach as they experience one another's
ideas and needs.
The director then, in the role of supervisor, seeks to relieve
the bewilder-ment and frustration resulting from a feeling of personal
inadequacy, and organize his workers into a functional unit which will
promote spiritual development of the teacher and pupil within the
educational program of the church.

CHAPTER VI
THE FUNCTIONAL CONSIDERATIONS IN RELATIONSHIPS

CHAPTER VI
THE FUNCTIONAL CONSIDERATIONS IN RELATIONSHIPS
It has been noted that the Director of Christian Education is
primarily concerned with his working relationships with the prospective
members and the present members of his educational staff.
been noted that as the director functions as an
administrator~

educator~

It has also
organizer and

and supervisor, that there are specific areas of respon•

sibility that enable him to have healthy and profitable relationships
with the church const.ituency.

In this chapter, the director's relation•

ships to the following are discussed:

the congregation, the pastor, the

members of a multiple staff, the superintendent, and the teachers.
~

Director

~ ~

Congregation.

As a servant of the Church of Jesus Christ, the director must
think of himself first in relationship to the congregation to which he
is called to serve.

The director should be organizationally related in

some direct way to the overall governing body of the church.
this way directly responsible to the church.

He is in

The church congregation it-

self will provide a most significant and meaningful relationship to the
1

director's life. ·
In order that there will be a greater possibility for a good
working relationship with the congregation of the church, it should
know what the specific areas of responsibility are.

~aylor, ~· ~.,

P•

265.-

The members of the
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church congregation need to realize that the Director of Christian
Education is vitally interested in them and most anxious to help them
by making his specialized training available to them for their benefit.
This then does not include that the director is to function as an errand
boy for the whims of the congregation.

He is an educator charged with
1
the responsibility of the Christian educational work of the church.
Confidence in and acceptance of the director on the part of the
congregation, are not always built overnight.
£hurch

cot~regation

As the members of the

learn to know the director as a person and accept him

for what he is rather than for the position he holds, he will be welcomed
into full fellowship in the life of the church family.
built because it is deserved.

Confidence is

As the director serves the congregation

by providing the type of leadership that is expected of him1 he will be
2
able to vrork more freely with the individuals of the congregation.

--

The Director and the Pastor.
The relationship between the Director of Christian Education and
the pastor of the church is part.ially determined by the organizational
structure of the church.

Along with this, however, are the individual

qualities that each person possesses.

It is important that the director

realize fully that in the eyes of the church congregation, the pastor
is responsible for the well-being of the total-life program of the church.
As a result of this concept, the director must not expect that the pastor

1

Kraft, 2£•

£!i.,

2
~·~ P• 88.

p. 87.
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adopt a "hands off" attitude toward the educational program.

Even though

the director assumes the major responsibility for the educational program
of the church, the pastor needs to be well infonned about the total church
1

program.

When two persons work as closely together as the direct.o r and the
pastor must work, there is every possibility that misunderstandings and
jealousies may arise.

Such a relationship would only serve to hinder the

work of the director, pastor, and the church.

A keen awareness of this

on the part of both the director and the pastor, may serve as a guard
against this type of problem and endeavor to work together as brothgrs
in Christ Jesus.

2

In order to work out a successful relationship, the director and
the pastor must recognize that this is not only the other's job, but that
it is the responsibility of both.

They both must practice the type of

Christian life and brotherly love that they expect of their people•
Neither must be fearful of his position, nor that the congregation will
have more affection for one than for the other.

Complete understanding

will come when the director and the pastor are able to pray together and
to communicate freely with one another.

When they discuss the phases of

the work and the responsibilities involved, they should include in their
discussion how they are going to seek to insure that they will work
together as Christian Brothers. There should be recognition on the part

~aylor, ~· ill••

P• 265.

2Findley B. Edge, Does God Want You as a Minister
(Nashville: Broadman Press, 19;!);-pj). 30-37.-

··. . . ,,,
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of the pastor that sincere loyalty to his Director of Christian Education
is the best way to promote the total work of the church.

It is just as

important that there be recognition on the part of the director that
loyalty to the church pastor is the best way to promote happiness and
harmony in his own work.

l

The pastor serves as the chief executive of the total church program.

The duties of the pastor correspond somewhat with the duties of a

superintendent of public schools, while the duties of the director correspond accordingly to ·those of the principal.

The principal operates within

the boundaries set up for him under the jurisdiction of the superintendent.
He works both with and under the direction of the superintendent. · Each
works cooperatively with the other, but the superintendent is responsible
to the school board, v.rhich is in turn responsible to the people, for the
operation of the total staff.

2

A pastor who is vitally concerned with the efficient work of the,
educational program of the church, will not only give his official support
to the program, but will also aid the work and the director in specific
ways.

If undue criticism is voiced by someone in the church congregation

that needs to be corrected for the good of the educational program, the
pastor must seek to solve the problem. · The pastor must personally stand
between the director and whatever it is that might endanger the work of
the director and the educational program of the church.

In return for

1Ibid., pp. 37-JB.
2
'
Wesner Fallow, 11 The Roses of Ministers and Directors in Christian
Education", Religious Education, January-February, 19501 XLV, p. 41.
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this type of support by the ' pastor, the director must seek in every
possible way, to support the pastor and to enlarge his ministry. l
The Director

~the

,Members of! Multiple Staff.

An increasing number of churches are being served by a church
staff consisting of more than two leaders.

In the circle of staff workers

it is important that the pastor p.e considered as "first among equals".

As

the members of the church staff seek to work together in order to further
the total program of the church, a true Christian spirit and attitude must
be displayed by each one.
difficulty for a11~

Failure to do so on the part of one may cause

2

With the increase of personnel on the church staff, there is a pro_.
portionate increase in possibility for misunderstandings of job assign.;
ments and other disruptions in human relationships.

It is important that

each staff member have his own job as clearly defined as possible, and
that the members of the staff are familiar with the others' job responsibilities.
the staff.

This must be within the context of the total ministry of
In order for this to be possible, the entire staff must spend

time together for the specific

purpos~

of mutual sharing and prayer.

As

a result, there will be a better mutual understanding and concern for the

'

other in each of the fields of endeavor.
1 .
~.,

PP•

42-43.

2
Dobbins, 2£•
3Taylor, 2£•

£!!.,
~·

P• 221.

3
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Beside the time of mutual sharing and prayer, there ought to be
regularly scheduled staff meetings for the specific purpose of correlating
the future program, making plans and decisions.

Everyone needs to be

well informed about each phase of .the church program in order that all
aspects of the · church life may be properly cared for.

No staff member

must feel that he has the privilege to go ahead on his own without first
considering the total church program.

The Director of Christian Education

must secure. the support of the other members of the staff to help in the
development of new educational

projects~

The director should seek to

capitalize on the abilities, aptitudes, and skills of the other staff
members for help with the program of Christian Education within the

ehurch~ 1
~Director ~

the Superintendent.

There have been, in ·some instances; churches that have omitted
the office of the general Sunday School superintendent when they have
the services of a Director of Christian Education.

In such circumstances,

the director should work closely with the departmental superintendents.
The main reason for this type of organizational procedure is that it is
often not only difficult to work out a harmonious relationship between
the director and the general superintendent, but also because it is
difficult to differentiate clearly between their functions,

1

Kraft, .2£• _ill., pp .• 97-98.
2
Lobingier, 2£• £!i., P~ 144.

2
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A study was made by Vernon Kraft in which a questionnaire .revealed
that eighty·seven per cent of the directors contacted for the purposes
of the survey, saw the importance of having a general Sunday School super1

intendant.·

In most situations, then, the director will have his closest
working relationship with the

gene~al

superintendent.

The superintendent

is the lay person charged with the responsibility of being the executive
officer of the group responsible for the church's educational program.
In this light, it is the duty of the superintendent to see that the policy
and the decisions of the Board of Christian Education are carried out.
The director is the person who provides the professional guidance, skill,
and resources to be sure that the goals are reached.

The director acts

as a resource person making available to the superintendent his specialized training, in order that the superintendent might effectively fulfill
his job. 2
Because of the close working relationship

betv~en

the superinten-

dent and the director, there is much opportunity for friction to develop
between the two.

The superintendent may feel that the

di~ector

is usurp-

ing too much of his authority or exerting too much pressure while the
director may feel that the superintendent is assuming his prerogatives.
It is important for the two to share their ideas and concerns, that they
have time to pray and fellowship with one another and have effective

1

Kraft, ££• cit.; p. 98.

2
Taylor,

~· £!!., p. 266.

ll9
lines of communication.. lf the director is able · to picture himself in
the service role of helping the superintendent to do a better job, he
.. \

will usually find that the superintendent 'tvilJ: ·be happy. to have the
1
benefit of all that can be given by the director.
Leaders need to grow in their kno>-Iledge, ability, and vision •.
The director should help the superintendent to come in touch with the
various schools and agencies that will help him to be a better

work~r.

The director should inform him about books and periodicals that will
help in the work of the superintendent.

The director should not only

set an example in his search for more knowledge, ability, and vision,
but also in the spiritual life as well.
..

-

He must be a soul winner and

encourage the superintendent to do likewise.

The director and super-

intendant must possesses a soul·winning dasire in order to have a soulwinning Sunday School.

2 ·

the Teachers.
-The Director ·-and
-----...;..;...The corps of teachers that have volunteered for service in the
educational program of the church through the years have displayed a
consecrated spirit and a marked degree of skill as well.

Lobingier in

his book, The Better Church School, states that:
The training of volunteer leaders is the most crucial
question which Christian education faces, and upon our success
in this effort••more than upon any other factor-.depends the
success of our religious education program.3

2
Kraft, .2E.•

.£!1.,

3Lobingier, .2E.•

P• 100.

£!l., P• 89.
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As the director

work~

with teachers, he seeks to help them develop

.into capable leaders through whom proper spiritual guidance will be given
to all of the church members. Working with teachers offers an opportunity
to the director to function as

~

teacher, thus snaring his knowledge and

experience with the ones who are willing to share in the responsibility
of leadership. 1 He continually seeks to cultivate such a relationship
with his teachers that they will go to him for help, . that they may be
more effective. ·Each individual in the corps of workers in Christian
Education must function within the total unit.

Each must seek to help

the other be more effective in the total ministry of the church. 2
The Summary.
The Director of Christian Education, as a servant of the church
of Jesus Christ, must function in relationship to the congregation; for
he is directly responsible to the members of the church.

In order to

avoid misunderstandings from the congregation, the director's specific
areas of responsibility should be available to all interested individuals.
As the director performs his duties with a measure of success, his program
is likely to be more interesting.

He will be optimistic and inspirational,

looking forward to the future because the past has been profitable and the
present is encouraging.

Confidence in the director will be gained as he

proves himself to the people.

The result is that the director, pastor,

and congregation will face tomorrow with confidence.

1Howse, 2£• ·£ll•j P•
2

Taylor, ~·

£!i•,

·5.

P• 266.
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The relationship between the Director of Christian Education and
the pastor of the church is partially determined by the organizational
structure of the church.. Since the pastor is responsible for the total
life of the church, the director must expect that he will be vitally
interested in the educational work of the church.

It is imperative that

the director and the pastor exemplify an attitude of genuine brotherly
love toward each other.
Since the number of personnel on the church staff is increasing,
·.t here should be a job profile provided for each member to clearly define
his responsibilities.

Along with a time for mutual sharing and prayer,

there ought to be regularly scheduled staff meetings for the specific
purpose of correlating the future program by making plans and decisions ..
The director should seek to capitalize on the abilities; aptitudes, and
skills of the other staff members for help with the program of Christian
Education._
A study was made by Vernon Kraft which revealed the importance of
having a general Sunday School superintendent.

In most situations, the

director's closest working relationship will be with the general superintendent•

The director is a resource person Who makes his specialized

training available to the superintendent, so that he can fulfill hi s job
adequately.

As the director shares books and periodicals wi th the super-

intendent, he aids him in his work.

Together they must possess,. ,a desire

for more knowledge, ability,; and vision, in

ord~r

to win souls for Christ.

Many Sunday School superintendents are standing still or going
backwards.

When leaders become inactive and are hot taking in or giving
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out, they become stagnant.

Stagnant water is motionless and has no out-

let or source of refilling.

As the director works in harmoQY with the

superintendent, he can provide the tonic which will put zest into the·
life of the superintendent, as lvell as the life of the educational program of the church.
As the director works vTith teachers, he endeavors to help them

develop into capable leaders.

He seeks to cultivate a confidence between

himself and the teachers, so that they will come to him for help, in

o~der

to accomplish their role within the total program of the church.
The teacher and the director should discuss ways to achieve success.
When the teacher experiences a degree of success, his whole attitude will
change and he will be a different person.
psychological need within

himself-~to

Each teacher has the basic

experience success and achievement.

As soon as this need is met, the teacher will experience encouragement
and happiness..

Failure darkens one t s vision.

It tends to kill the in-

centives and ambitions which a teacher may possess.

People do not mind

working hard when the ultimate reward is accomplishment.

Recognition is

an important factor, if people are to feel they are successful.

The

director has the responsibility and joy of encouraging and recognizing
others.
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I.

Summary

The purpose of this study has been to investigate the function of
the Director of Christian Education concerning the management of personnel
in the local church.

It has been noted that because of a lack of proper

Christian training in the home, the great responsibility for Christian
Education has fallen upon the church.

The Director of Christian Education

shares with the pastor the heavy load of caring for the total church pro.
gram.

The director, because of his specialized training, shoulders the

major portion of the responsibility for the educational program.
The director seeks to help clarify definite aims and objectives
that will serve to give direction and destination, determine progress,
and provide courage and confidence.
into a positive plan of action.

He seeks to move his workers foniard

The director has three distinct areas of

responsibility which break down into the general catagories of educator,
organizer and administrator, and supervisor.
The director should have definite qualifications which enable him
to carry out his objectives for the total church program.

He must have

come to a saving relationship with Jesus Christ as Saviour and Lord of
his life.

He must exemplify leadership qualities which are evidenced by

love for the people as well as a willingness to
of the Holy Spirit.

be

obedient to the leading
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The Director of Christian Education must function as an educator.
He seeks to develop a proper educational climat·e in the church.

He is

also .responsible for the training of the workers in the program of
Christian Education.

He seeks t0 train workers by the use of two basic

types of training procedures.

One is the use of pre-service training,

which is basically geared to persons in training prior to

th~

time they

accept the responsibility of a position on the educational staff.' The ·
other type is in-service training.

The workers ' conference and its

multiple approach in rendering aid to the worker is most

va~uable•

The

director also serves as a resource person, and as such, he seeks to enable
persons to be more competent in their service.
So that the educational program of the church may operate at a
htgh level of efficiency, the director must function as an organizer and
administrator.

Proper planning and admin.ist:L"ation are necessary to co-

ordinate the various activities and groups in the total program of the
church.

An adequate system of grading is most necessary in order to take

full advantage of all available space and equipment.

Teachers will then

be able to operate to the best of their ability and training without un.,.
necessary limitations.

Proper use of the limited time that is available

for teaching is of a major concern to the director.

Greater efficiency

on the part of the worker is usually the result of a clear understanding
of v1hat. is expected of him.

The job description and o!'ganizational struc-

ture chart enable the worker to understand clearly what is expected of him
as

1~11 ~s

how he shares in the total program of the church.
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A smooth-running organization is made possible by good administration.

The director is usually responsible for carrying out policies for•

mulated by the church council of administration and the Board of Christian
Education.

Along with this, the director is responsible for the provision

of adequate curriculum materials and for the proper use of these materialst
Worker enlistment and training demand much of his time.

In providing for

the increase in the working staff and a lso for the enlistment of new pupils,
an adequate record system is most helpful.

Proper interpretation of the

records provides a wealth of knowledge fer the director.

A good church-

home relationship is one of the goals of the director.
As a supervisor, the Director of Christian Education seeks to
encourage growth by an improvement in the quality of service given to
the church.

A system of measurement is important so that there will be

some indication as to the amount of improvement.

Clearly defined object-

ives help to stimulate and motivate the workers.

The director, serving

in the role of supervisor will give as much aid to the workers as he
possibly can.

He will counsel the teachers, observe their work, and

tactfully offer helpful suggestions for improvement.

He seeks to relieve

any bewilderment and frustration that may be felt by his workers by
giving them proper spiritual and professional guidance.•
It is important that the director be a congenial

perso~.

be able to get along well with many different . types of people.

He must
He must

be able to work through individuals, in order to accomplish his purposes.
He must be ready to give credit where credit is due and must be able to

accept responsibility for any failure.

In order that there be a minimum
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of misunderstanding, it is important that the church congregation have
a clear understanding of the duties and the responsibilities of the
dirsctor.

It the educational program of the church i.s to sxperience any

measure ot success under the leadership of the Director of Christian
Education, it will onlY be possible it he has the support and help of
the church congregation.

Tl'l..e pastor and the director must have a clear

understanding with each other.

The pastor is responsible for the total

church program, yet he will capitalize on the abilities of the director
in his specia.lized field of study.

The director will work: harmoniously

with each member ot thG cllurch staff.

will seek: to aid. the Sunday

School superintendent and workers aa they press toward the mark of the
high calling ot God..
In his relationship with others, the director must remember that
failure darkens one*s vision.
that one may possess.

It tends to kill any incentive and ambition

He must encourage and. help individuals rsalize that

people do not mind working hard when they can see a need and realize its
goal.

Recognition ot

a~

measure ot achievement is an important factor

it people are to feel successful and appreciated.

The director has the

responsibility and joy ot encouraging and recognising others.
II.

Conclusions

The result ot this study has shown that organization provides the
structUl"8 while administration provides for the implementation of the
educational program. Supervision then functions in the area of the
program in operation.

The quality and effectiveness of the educational

program in terms of goals are contingent upon persoaal rslationships.
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Proper

structure and adequate provision for implementation

be present, but in order to achieve
of Christian Education
On the basis
1.

desired results, the Director

working rapport with his people.

this study the following

lf the

his

people into a vital relationship with Jesus Christ, he himself must have
close

with

2.

cannot lead his people any further than he

Director of Christian Education holds a vital position

l:•Eu;ponsibility in the total church program..

J. It the director wishes

function ef.fectively as an educator,

must work with and through his educational staff.

must also be able

to work with the pastor.

4.

the church is going to have an effective and efficient

educational program, the director must foster proper working relations
between pastor, educational staff, and congregation.
$.

Til$ director as administrator must coordinate the total church

educational progr~~ through the proper organizational and administrative
Chetll'lels.

6. The responsibilities of the director as he functions as an
educator do not cease upon the establishmsnt of the educational program.
He must function as a supervisor over that program. He must make hi.lluselt"
available to any who desire his services.

1. The success

of the Christian Edudational program of the church

depends upon the success of the individual with whom the Director ot
Christian Education works.
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APPENDICES

I

APPENDIX A

•

POSSIBLE PROGRA!\fS FOR \vORKERS 1 CONFERENCEsl

SEPI'EMBER

1·. Workers 1 retreat, ,
2. Outline aims and objectives for the year's educational program.
3. Hear reports from delegates to sununer conferences and evaluate
their recommendations.
4·. Plan for the installation of officers.
5·. Formulate a li'orkers' covenant.
OCTOBER - NOVEMBER - DECEMBER

1.

2.

J.

4.
5.

Plan for home visitation.
Formulate plans for Christmas season.
Plan for a stewardship program.
Discuss arrangements for service activities in the church,
Investigate leadership courses by correspondence.

JANUARY - FEBRUARY • MARCH
1. Discuss missionary education.
2. Discuss the growing worker.
3. Discuss the use of rating scales.
4• Discuss educational evangelism.
APRIL - MAY· JUNE

1. Make plans for home and church cooperation.
2. Make plans for summertime activities - camps, vacation schools,
institutes.- leadership schools.
·
3. Make preparation for special days.
4. Hake plans for planning certain factors of the program for the
next year in view of results during the past year.
JULY- AUGUST - SEPTEMBER
1. Make plans for leadership education.
2. Review the use of the church school library.
3. Plan a picnic for all workers.
4. Plan for Christian Education Week.
1
Price H. Gwynn, Jr,~ Leadership Education in the Local Church
(Philadelphia: The Westminster Press, 1952), p. 49~0:--
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APPENDIX B

PROGRAM FOR A DEPARTMENTAL MEETING1
In a Knoxville, Tennessee, church, all the teachers and officers
met by departments for forty•five minutes before dinner to discuss
their plans for the next unit of work in the Sunday church school.
Points of special emphasis had been listed by the Director of Christian
Education. A slip containing these suggestions was handed to each
department head.
After dinner and a brief devotional each superintendent shared
with the entire group in a minute or two some of the plans made earlier.
These ·Here presented in snappy style and the meeting closed on a note of
genuine enthusiasm.

COMBINATION OF GENERAL AND DEPAR'rMENTAL MEETINGS 2
Purpo$e of

~

Conference • .

To help teachers of children, young people, and adults to get a
comprehensive view of the Sunday School lesson for the next quarter.
To bring about a better understanding of the basic truths and
concepts in each unit of the curriculum, and to see them in relation
to the total plan • .
To stimulate interest in detailed planning for the quarter's work.
Advance Preparation.
Plan to hold your conference at least ten days or two weeks before
the new quarter begins• .. as soon as possible after your new literature
arrives •.
Arrange all details carefully, .so that the meeting will not last
more ~han one hour • .
Mimeograph, before the meeting, the lesson titles, with their purposes,
for January, February, and March.

1Price H. Gwynn, Jr., Leaderah~e Education in the Local Church
(Philadelphia: The Westminster Press, 195.2), PP• 49-~
2

~.,

P•

54.
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Program

2f 2 ' Heating.

(Dividing the hour into two periods)

First period -not niore than 20 minutes for the whole group.
Have a "moment of inspiration": a hymn, a prayer, a poem,;
· or a bit of Scripture.
Read the titles of the lesson units l'1hich you have listed on
'the mimeographed paper; indicating briefly the purpose of
each unit.
Call attention to the limited time schedule, and the importance
of capitalizing on minutes in both your workers' conference
and in the Sunday School.
Second period • at least 40 minutes.
Go directly into departmental conferences--for teachers of
children,; young people, and adults to plan specifically for
their work during the quarter~

SAMPLE PROGRAM$ FOR MONTHLY WORKERS' CONFERENCE
PROGRAM FOR A GENERAL MEETING
PURPOSE··---Information, fellowship, and inspiration.
TOPIC--··--·Stewardship in Cozy Corners Church.
6:00-6:45 ~ Fellowship supper.
Group singing around the tables at close of meal.
6:45-7:00 .. Devotions led by secretary of stewardship, Woments Auxiliary.
7:00·7:30 - Showing of the movie And Now I See.
This would have to be-cirefully]P:repared for--if possible,
have a preview in the afternoon.
7:3~8:00 • Report (Blackboard presentation) by treasurer of the church,
showing:
1, The per capita giving of the denomination in
comparison with other Protestant groups.
2. The per capita giving of the local church in
comparison with the average for the denomination
as a whole.
3• . Th~ benevolence quota for each cause accepted by
the: congregation last year, and how it was arrived at.
·4. The. amount of the above subscribed and paid.
8:00-8:15 - Discussion, which would begin when the treasurer closed his
report, and would coptinue until adjournment •
. A program such as the above would pay more handsome dividends if
it were followed soon by a conference of the departmental type far a
careful consideration of how to teach the meaning and practice of
stewardship at each age level.
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APPENDIX C

I.

II.

III.

The Importance of Grading
A. Efficiency
B. God has graded life
The Basis of Grading - two methods
A. Southern Baptist
B. Public School
Reasons for Grading
A. Makes it easier to reach those who ought to be in Sunday School
B. Makes it easier to teach pupils
c. Makes some individuals definitely responsible for winning each
lost pupil.

IV. The Difficulties of Grading
A.
B.

v.

VI.

VII.

VIII.

Real Difficulties
Imaginary Difficulties

Removing the Difficulties
·A. Information
B. Study conferences
c. Teachers and officers should be enlisted and adjusted
D. Definite training time
The Work of Grading
A. A Special DaY'
B. Assign pupils and teachers - can use a committee
Keeping the
A. Install
B. Elect a
c. Observe

School Graded
the 6 Point Record System
classification officer and registrar
Annual Promotion Day

Chart of Grading
A. Cradle Roll 1•3
B. Nursery 1-3
c. Beginners 4-5
D. Primary 6-8
E. Junior 9-11
F. Jr. High 12-14
G. Sr. High 15·17
H. Youth 18-24
I. Adult over 24

1File material given in CE802 "Organization and Administration
of Christian Education" by Professor Robert D. Bennett.
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IX.

Graded Curriculum
A. Observe the Bible principle - milk for babes 1 strong meat
for men and women
B. Many advantages to a graded curriculum

X.

Graded Worship (In Sunday School)
A. Aids to rTOrship--room1 music, picturea, flowers 1 stories,
and the Bible
B. · Worship experiences in the classroom and department
1. A sense of need in the class will lead to prayer
2. A sense of gratitude should lead to praise in song
and testimony.
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APPENDIX' D
JOB ANALYSisl
Director of Christian Education
1.

Supervise the entire Christian Education program.

2.

In cooperation with the Board of Christian Education formulate and
interpret policies .and standards for the Christian Education p!'ogram
including curriculum,

). Meet regularly with the Board of Christian Education and with the
pastor and superintendent for planning and evaluation.

4•

llelp personnel of the Sunday School, Prayer Meeting, Children's Church,
Vacation Bible School and Yo~th work plan and develop their programs.

5•

Supervise program for enlistment and training leaders.

6. Promote the study of the Christian Home with the cooperation of the
pastor and plan a program of parent education where necessary.
7.

Initiate plans for the development and maintenance of adequate
educational equipment.

B. Promote specific educational activities such as the Vacation Bible
School, \'leekday Bible School, nursery school, ·day camp, etc.

9. Encourage participation in summer camps, conferences, and leadership
schools.
10.

Promote the observance of Christian Education Week, Father-son
and Mother-daughter meetings, and special days such as Christmas,
Easter, Children's D~, etc.

11. Work with the Youth Group Sponsors (College, Senior High, Junior
High) and counsellors to formulate and coordinate the total youth
program.
12. Enlarge and develop the Sunday Evening Fellovrehip Hour to include
and meet the needs of all ages - children through adult.
13.

Promote and encourage a program of visitation for the total

church~

1A sample job analysis, used by permission of the First Evangelical
United Brethren Church of Eugene, Oregon.

14.

Encourage and participate in conferences and interdenominational
activities.

15. Keep abreast of the latest trends and methods in Ohristian Education
and bring them to the attention
other educational leaders.

of

the pastor, superintendent, and

JOB Plt.OFILEl
~

Ge ne.r al Sunday School Superintendent

I. Minimum Qualifications.
able to inspire and guide others.
able to organize.
willing to learn and able to take suggestions from others.
flexible in thinking as new problems arise and as program
advances.
Must be born ogain believer with a passion for lost souls.
Must have foresight.
Must be sy.mpath~tic and understanding to the teachers' problema
and needs.
·
Must realize that the Sunday School is an arm of the church,
an agency of Christian Education operating tiithin the total
church program.
Must be deserving of the respect of others.
Be able to give credit for success and take the blame for any
failure,
Be
Be
Be
Be

II.

Specific Responsibilities.
Administer the affairs of the Sunday School.
Share the responsibility of every Sunday School worker.
Responsible to see that the standards of the Sunday School are
met and held high.
Responsible to aid in the enlistment and training of Sunday
School teachers and workers.
Shall preside at the Sunday School Council.
Shall be responsible for promotion and extension.
Shall plan or arrange for the weekly pr ograms.
Shall operate the Sunday School within the scope of the overall
church program.
Shall report to the Board of Cpristian Education and to the
Church Council of Administration.
Help the Sunday School Board plan for special events and days.
Shall be responsible for supervision of curriculum materials
and equipment and resources.
Shall nominate departmental Superintendents and teachers and
officers to the Board of Christian Education.
Establish friendly relationships with the homes represented in
the Sunday School and help arrange for parents' meetings,
Arrive early for Sunday School to insure smQoth operation of
the school,
Work in close cooperation with the minister and Director of
Christian Education.
l

Sample job profile for the General Sunday School Superintendent.

III.

Meetings .Required •
. Lo~al Conference
Church Council of Administration
Sunday School Council
Board of Christian Edllcation

GENERAL CONF.ERENGE

1--

GENERAL

BO~JW

-------------

of C.1.

~

v

AHWAL CONFEREr«:i

CONFERENCE BOARD of C.E.

v

IITERBOARD PROGRAM COMMIT'rU

leneral Council of Administration

\
LOCAL CONJ'ERENOI

Council of Administration

LOCAL BOARD of C.E.
AGINCmB of C. E.
Sunday
Boys

School

and Girls Fellowship

Catechetical and Pastor's Classes

Youth Fellowsh1p

Workers' Conferences

Young Adult Fellowship

S~r

Adult Fellowship

Retreats

Campa

Assemblies, Institutes, Conventions
Leadership Education

Women's Society of World Service

Stud¥ Groups

Boy and Girl Scouts, W&ek Day Groups,

Vacation Church Schools

Hobby Groups

